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REPLY  TO 
ATTENTION  OF: 


MOCA-MRR  JUN  3 C - / 

SUBJECT:  Management  of  Change  (MOC)  Study 


Deputy  Chief  of  Staff 
for  Operations  & Plans 
Department  of  the  Army 
ATTN;  DAMO-FD 
Washington,  DC  20310 


1.  Reference  is  made  to  your  letters  dated  26  May  1976,  subject:  Tasking 

Directive  - Management  of  Change  (MOC)  Study,  and  1 March  1977,  subject: 
Management  of  Change  (MOC)  Study--Modi fi cation  of  Tasking  Directive, 
respectively.  These  letters  directed  the  US  Army  Concepts  Analysis 
Agency  (CAA)  to  provide  a study  report  on  Arniy  authorization  management 

by  30  June  1977, 

2.  Attached  is  the  final  report  which  documents  the  analyses  of  Army 
management  systems  for  promulgating  authorization  changes,  and  prescribes 
ways  to  improve  the  assimilation  of  change  at  HQDA,  MACOM  and  subordinate 
units. 

3.  Seventeen  processes  critical  to  authorization  management  were 
identified  and,  for  the  first  time,  a detailed  analytical  treatment  of 
the  interactions  within  and  among  these  processes  has  been  documented. 
Because  of  the  considerable  coordination  required  during  this  effort, 
an  immediate  benefit  to  the  Army  has  resul ted--the  MOC  Study  has  been 

a catalyst  for  improving  communications  throughout  the  authorization 
management  community.  Illustrative  of  this  communication,  several  of 
the  study's  prescriptions  to  improve  the  current  system  already  have 
been  adopted.  Of  greater  potential  impact,  however,  are  the  alternative 
schedules  developed  to  improve  the  assimilation  of  change.  Examination 
of  these  alternatives  by  the  DA  staff  may  precipitate  Army-wide 
improvements  in  authorization  management. 
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4.  The  methodologies  reported  in  the  MOC  study  appear  to  offer  potential 
to  the  Army  in  reducing  turbulence  now  and  in  the  future.  Through  use 
of  such  techniques  as  network  analysis,  it  may  be  possible  to  develop 
a more  integrated,  efficient  future  environment  for  authorization 
management. 
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SUBJECt!  Management  of  Change  (ftOC)  Study — Modification  of  tanking 
Directive 


Commander 

US  Army  Cohccgta  Analyala  Agency 
8120  Woodmont  Avenue 
fiethesda)  Maryland  20016 


tl.  I'eferenceal 

a.  Briefing  by  CAA  to  BROBB  Steering  Commltteet  11  January  1977, 
subject  I Management  of  Change  In-Proceas  Review. 

b.  Letter » DAMO-PDU,  26  May  1976,  subject i Taaklng  Directive — 
Management  of  Change  (MOC)  Study. 

2.  the  BROBE  Steering  Committee  has  recommended  extending  the  MOl  Study 
schedule  to  provide  additional  time  for  network  analyala  (reference  la). 
Accordingly,  paragraph  7c  of  the  MOC  tasking  Directive  (reference  lb)  Is 
modified  as  follows: 

a.  In-frocess  Review  (IPR)  for  Director,  Force  Programs  and  Structure 
by  18  March  1977. 

b.  Obaervntlrna  and  prescriptive  measures  IPR  to  PROBE  Steering 
Committee  by  29  April  1977. 

c.  Delivery  of  final  report  by  30  June  1977. 


E.  C.  MEYER 
Lieutenant  General,  GS 
Deputy  Chief  of  Staff 
for  Operatlona  and  Plans 
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SHB.IECT:  Tasking  Directive  - Management  of  Change  (MOC)  Study 


Comma nder 

USA  Concepts  Analysis  Agency 
0120  Woodraont  Avenue 
Bethesda,  Maryland  2001A 


L.  Purpose.  - This  Is  a Category  3 Study  to  analyze  Array  management 
systems  for  promulgating  authorization  changes  and  to  prescribe  systematic 
measures  to  facilitate  assimilation  of  change  at  HQDA,  MACOM,  and  subordi- 
nate commands. 

2 . Reference 

a.  CSM  75-5-90,  1 Dec  75.  subject:  Management  of  Change  (MOC) 

Study. 

b.  CAA,  Methodology  and  Resources  Directorate,  21  April  1976, 

subject:  MIN I -PROSPECTUS  Management  of  Change  (MOC)  Study 

3.  Study  Sponsor.  - Office  of  the  Deputy  Chief  of  Staff  for  Operations 
and  Plans. 

4.  Study  Agency.  - US  Army  Concepts  Analysis  Agency  (CAA). 

5.  Terms  of  Reference 

a.  Background . - The  referenced  CSM  was  Issued  to  direct  the  prepara- 
tion of  a comprehensive  study  to  determine  the  frequency,  magnitude  and 
types  of  changes  documented  In  The  Army  Autliorlzat  Ion  Documents  System 
(TAADS)  and  to  develop  procedures  that, would  reduce  the  amount  of  changes 
requiring  field  response.  The  CSM  assigned  to  the  DCSOPS  responsibility 
for  the  study,  with  DA  staff  and  MACOM  support  as  required.  The  PROBE 
Steering  Committee  was  assigned  to  monitor  the  study. 

b.  Problem.  HODA,  MACOM  and  subordinate  units  have  experienced 
frequent  changes  to  Army  authorization  documents  requiring  compliance 
and  annotation  or  submission  of  alternative  proposals.  The  volume, 
frequency  and/or  nature  of  changes  can  generate  an  inordinate  workload 
and  cause  unnecessary  turbulence — particularly  at  MACOl  and  subordinate 
unit  level — with  a concomitant  diversion  of  mission  essential  resources. 
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c.  Obj eetlves 

(1)  To  examine  the  Army  management  ayatems  which  generate 
authorization  changea. 

(2)  To  identify  ayatem  information  flowa  and  Interactlona 
required  by  authorization  changes. 

(3)  To  analyze  quantitatively  the  management  proceaaea  and 
supporting  ayatema  (MIS)  related  to  authorization  changes. 

(4)  To  prescribe  alternative  measures  to  facilitate  the  aaaiml- 
lation  of  authorization  changes. 

d.  Scope.  The  study  will  analyze) 

(1)  DA  policies,  regulations,  procedures,  projects,  programs, 
and  automated  systems  generating  authorization  changes. 

(2)  The  volume,  frequency  and/or  nature  of  actions  causing 

changes. 


e.  Limits.  - The  study  will  only  develop  alternative  approaches/ 
methods  to  implement  authorization  changes. 

f.  Time  Frame.  - FT  76  - FY  77 

g.  Asaumptions 

(1)  Administrative  staffs  are  not  augmented  as  a result  of 
the  volume  and  frequency  of  changes. 

(2)  All  authorization  changes  do  not  require  the  same  priority 
of  compliance. 

h.  Essential  Elements  of  Analysis  (EEA) 

(1)  What  types  of  authorization  changes  cause  the  most  turbulence 

(2)  Are  there  responses  to  authorization  changes  which  can  be 
modified  to  reduce  turbulence  (e.g.,  delayed,  reduced  or  eliminated)? 

(3)  Can  alternative  information  systems,  e.g.,  VPDMIS,  be 
effectively  used  to  reduce  turbulence? 

1.  Methodology.  - Potential  modeling  or  quantitative  techniques 
envisioned  for  this  study  include) 
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(1)  Descriptive  information  flow  graphs 

(2)  Network  analysis 

(3)  Multivariate  analysis 

6 . Support  and  Resource  Requirements 

a.  CAA  Is  authorized  direct  communication  with  DA,  major  Army 
commands,  and  all  agencies  supporting  this  study. 

b.  The  DA  and  MACOM  staffs  will  provide  background  Information  on 
current  management  systems  and  identification  of  associated  problem  areas. 

c.  The  study  sponsor  will  secure  an  extension  of  CSM  75-5-DO  and  relief 
from  Inclosure  2 to  the  CSM,  Proposed  Milestone  Chart/Work  Schedule. 

7.  Administration 


a.  Study  Title.  - Management  of  Change  (MOC)  Study 

b.  Study  Director.  - Mr.  Prank  A.  Distasio,  Jr.,  Methodology  and 
Resources  Directorate,  US  Army  Concepts  Analysis  Agency,  295-1623. 

c.  Study  Schedule.  - See  Inclosure  2.  Delivery  of  final  report: 

18  Mar  77. 

d.  Control  Procedures.  - The  PROBE  Steering  Committee  will  be  the 
advisory  group  providing  general  officer  guidance  to  the  study. 

e.  Action  Documents.  - A final  report  of  the  study  will  be  prepared. 

f.  Coordination.  - This  tasking  directive  has  been  coordinated  with 
t.W  in  accordance  with  paragraph  4,  AR  10-38. 


Major 

Assist. 


[leral  , GS 
t Deputy  Chief  of 


Staff  for  Operations  and  Plans 
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SUMMARY 


1.  BACKGROUND!  Every  unit  in  the  Artny  is  defined  by  and  organ- 
ized under  a document  which  shows  its  personhel  and  equipment  re- 
quirements and  authorizations.  The  most  prevalent  of  these  docu- 
ments are  called  Modification  Tables  of  Organization  and  Equipment 
(MTOE)  for  combat  oriented  units  and  Tables  of  Distribution  and 
Allowances  (TDA)  for  noncombat  oriented  units.  The  MTOE  and  TDA 
are  used  in  planning,  programing,  budgeting,  requisitioning, 
training,  and  distributing  personnel  and  equipment;  the  MTOE  are 
also  used  as  bases  for  reporting  unit  readiness.  Since  there  are 
about  14,000  MTOE  and  TDA  units  in  the  Arn\y,  a mechanism  was  nec- 
essary to  maintain  and  report  on  the  unit  authorization  documents 
and  control  their  changes.  Consequently,  The  Army  Authorization 
Documents  System  (TAADS)  was  established  as  an  automated  system 
for  developing  and  documenting  organizational  structures,  require- 
ments, and  authorizations  of  personnel  and  equipment  necessary  to 
support  the  assigned  missions  of  Arn\y  units. 

a.  TAADS  is  a DA-level  automated  data  processing  (ADR)  system 
that  contains  the  authorization  document  for  every  MTOE  and  TDA 
unit  in  the  Army.  With  the  advent  of  VTAADS,  the  MACOM  opera- 
tional counterpart  to  TAADS,  the  MACOMs  were  provided  with  an  au- 
tomated information  system  which  could  be  very  responsive  in 
transferring  data  to  DA  on  the  implementation  of  authorization 
changes  and  from  DA  on  the  approval  of  proposed  changes.  This 
very  rapid  data  transfer  capability  led  to  the  illumination  of  two 
authorization  management  problems.  First,  the  frequency  of  au- 
thorization changes  translates  into  a documentation  workload  prob- 
lem at  the  MACOM  level  where  personnel  were  unable  to  respond  ade- 
quately to  the  formal  guidance  processes.  This  is  complicated  by 
periodic  bursts  of  one-time,  special  actions  which  routinely  re- 
quire the  MACOM  to  forgo  working  on  the  changes  in  the  formal 
guidance  processes.  Second,  the  frequency  of  the  documentation  of 
formal  and  Informal  changes  translates  into  a workload  problem  at 
the  implementation  end  of  the  TAADS  spectrum--the  unit--where  per- 
sonnel were  unable  to  respond  to  the  frequent  revisions  to  au- 
thorization documents. 

b.  An  inordinate  workload  has  been  created  in  the  field  be- 
cause of  the  frequency  and  volume  of  authorization  changes  requir- 
ing compliance,  annotation,  or  generation  of  alternatives.  The 
work  and  the  conditions  under  which  it  is  accomplished,  can  be 
characterized  as  being  turbulent  and,  in  many  cases,  unnecessary. 
The  turbulence  is  manifest  not  only  in  the  MTOE  and  TDA  units,  but 
also  at  the  MACOMs  and  HQDA  as  well. 
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(1)  Turbulence  at  HQDA.  Turbulence  at  DA  level  Is  observed 
as  unsynchronl zed  program  devel opment.  For  example,  the  training 
program  frequently  Is  not  In  conformance  with  the  training  re- 
quirement pertaining  to  the  budget  year  because  that  documentation 
may  not  be  forwarded  to  DA  In  a timely  manner. 

(2)  Turbulence  at  MACOM.  The  volume  and  frequency  of 
changes  create  workload  problems  at  the  MACOM  resulting  In  undocu- 
mented changes.  Typically,  the  major  commands  attend  to  the  docu- 
ment changes  Impacting  the  current  year  first,  deferring  documen- 
tation of  the  budget  year  guidance.  The  delay  of  budget  year 
documentation  then  contributes  to  the  turbulence  at  HQDA  Identi- 
fied In  the  previous  paragraph. 

(3)  Turbulence  at  the  Unit.  The  frequent  changes  result  In 
unstable  authorization  documents.  On  the  average,  a unit  had  6 
different  authorization  documents  pertaining  to  FY  76.  Such  Inst- 
ability causes  the  units  to  Issue  frequent  personnel  and  materiel 
requisitions,  and  cancel  previous  ones;  this  strains  the  ability 
of  the  requisition  system  to  satisfy  the  units'  needs. 

(4)  Turbulence  In  Asset  Management.  Asset  managers  observe 
the  turbulence  as  they  contend  with  uncorrelated  validation  docu- 
ments. Before  approving  a requisition,  an  asset  manager  must 
validate  the  request  by  using  a document  published  for  that  pur- 
pose. But  many  revisions  to  unit  authorizations  may  not  be  re- 
flected in  the  validation  documents--result1ng  In  authorized  req- 
uisitions being  rejected  and  further  contributing  to  turbulence 
for  the  units. 

c.  This  problem  of  turbulence  In  authorization  management  re- 
ceived the  attention  of  the  Anny  Staff  and  resulted  In  a Chief  of 
Staff  Memorandum  (CSM)  which  led  to  this  study. 

2.  PURPOSE  AND  SCOPE.  On  26  May  1976,  the  ODCSOPS  tasked  the  US 
Army  Concepts  Analysis  Agency  (CAA)  to  conduct  the  Management  of 
Change  (MOC)  study.  The  purpose  of  this  study  Is  to: 

• Analyze  Army  management  systems  for 
promulgating  authorization  change. 

• Prescribe  systematic  measures  to  facilitate 
the  assimilation  of  change  at  HODA,  MACOM, 
and  subordinate  commands. 

a.  This  study  places  analytical  emphasis  on  the  cause  of  au- 
thorization changes  and  the  formulation  of  alternatives  to  remedy 
the  current  difficulties  In  responding  to  changes  In  authorization 
documents. 
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b.  the  MOC  Stuily  can  be  defined  as  an  analysis  of  DA  and  MACOM 
policies,  regulations,  procedures,  projects,  programs  and  auto- 
mated systems  Involved  with  authorization  changes.  That  Involve- 
ment can  be  either  In  generating  authorization  change,  documenting 
authorization  change,  or  using  the  authorization  data. 

3.  APPROACH.  The  Information  In  TAADS  Is  used  In  two  capacities: 
as  the  official  authorization  document  for  every  unit  In  the  Army 
and  as  a data  source  for  planning,  programing,  and  budgeting  at 
HQDA. 

a.  The  dual  role  of  TAADS  highlights  a dichotomy  with  regard 
to  how  quickly  authorization  changes  should  be  documented  In 
TAADS.  Changes  should  be  documented  rapidly  In  order  to  provide 
feedback  on  force,  personnel,  and  equipment  policy  decisions}  this 
can  Involve  frequent  changes  to  the  document.  Yet  It  Is  equally 
Important  that  authorization  documents  be  sufficiently  stable  to 
permit  the  requisitioning  processes  to  work.  Thus,  the  management 
of  change  becomes  an  Important  consideration. 

b.  Through  a systematic  research  and  data  collection  activity, 
the  MOC  study  Identified  17  key  management  processes  associated 
with  3 functional  areas  of  authorization  management.  The  func- 
tional areas  are: 

(1)  The  Issuance  of  change  guidance. 

(2)  The  documentation  of  changes. 

(3)  The  use  of  the  documentation. 

c.  The  processes  which  change  guidance,  document  the  changes, 
and  use  the  documents  are  listed  In  Table  1.  Collectively,  these 
processes  form  a continuum  of  Interdependent  activity  summarized 
graphically  In  figure  1.  The  figure  depicts  the  linkages  among 
the  key  authorization  management  processes  and  ADP  systems.  In 
relation  to  an  MTOE  or  TDA  unit,  and  depicts  the  Army  system  of 
authorization  management.  This  system  creates  the  authorization 
change  environment  which  surrounds  each  MTOE  and  TDA  unit.  An 
update  to  the  Basis  of  Issue  Plan  (BOtP)  can  generate  updates  In 
the  military  occupational  specialty  (MOS),  equipment  Supply  Bulle- 
tin and  TOE  processes.  All  of  the  changes  can  Impact  a unit's 
authorization,  requiring  updates  to  Its  documents.  These  up- 
dates, In  turn,  affect  the  equipment  distribution  and  personnel 
distribution  systems. 

d.  The  conditions  which  contribute  to  turbulence  associated 
with  the  17  formal  authorization  management  processes  Involve  the 
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Table  1.  Key  Authorization  Management  Processes 

Functional  category  Process 

j Issuance  of  change  Program  and  Budget  Guidance  (PBG) 

Force  Accounting  System  (FAS) 

Basis  of  Issue  Plan  (BOIP) 
Commercial  Item  Introduction 
Equipment  Supply  Bulletin 
MOS  Update 
TOE  Change  Cycle 

Documentation  of  change  TAADS  (at  DA  level) 

VTAADS  (at  WACOM  level) 

ITAADS  (at  Installation  level) 

Uses  of  documentation  Personnel  Structure  and  Composition 

System  (PERSACS) 

Logistics  Structure  and  Composi- 
tion System  (L06SACS) 

Army  Program  for  Individual 
Training  (ARPRINT) 

Initial  Issue  Quantity/Authorized 
Acquisition  Objective  (IIQ/AAO) 

Personnel  Requisitions 

Equipment  Requisitions 


POMCUS  TAADS 
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time  duration  to  complete  each  process,  the  frequency  with  which 
each  process  occurs,  and  the  schedules  of  those  occurrences.  Se- 
quencing or  scheduling  problems  can  occur  intraprocess  (i.e.,  with 
the  activities  comprising  a process)  and  interprocess  (i.e.,  with 
the  synchronization  of  the  17  processes  of  the  authorization  man- 
agement system). 

e.  The  summarization  depicted  in  Figure  1 shows  that  the  man- 
agement processes  are  linked  within  the  context  of  an  overall  au- 
thorization management  system.  This  overall  management  system  is 
amenable  to  analytical  investigation  if  each  process  can  be  de- 
fined in  terms  of  its  component  activities  and  if  the  linkages  to 
other  processes  can  be  specified.  The  objective  of  the  MOC  analy- 
sis was  to  identify  major  contributors  to  turbulence  and  investi- 
gate ways  to  attenuate  it  through  changes  in  the  time  to  complete 
component  activities  and  changes  in  the  frequency  or  schedule  of 
activities  or  events.  To  accomplish  these  objectives,  techniques 
of  management  science  and  operations  research  were  employed.  A 
model  of  each  management  process  was  developed  to  represent  the 
activities  and  events  of  the  process.  The  detailed  investigation 
performed  in  developing  the  models  revealed  several  procedural 
problems  which  contributed  to  turbulence.  For  these,  management 
prescriptions  were  nominated  to  alleviate  the  problem.  Having 
identified  the  linkages  between  the  processes  modeled,  a quantita- 
tive analysis  was  performed  on  the  overall  authorization  manage- 
ment system  utilizing  network  theory.  In  this  phase  of  the  study, 
alternative  scheduling  and  sequencing  of  the  component  management 
processes  were  analyzed  and  evaluated.  This  quantitative  analysis 
resulted  in  observations  on  the  relative  merits  of  alternate 
schedules  designed  to  reduce  the  frequency  and  volume  of  authori- 
zation change  guidance  and  revisions  to  unit  documents. 

4.  MANAGEMENT  PRESCRIPTIONS.  In  developing  and  refining  the  mo- 
dels of  each  key  authorization  management  process,  turbulence- 
causing  factors  were  illuminated.  These  involved  problems  which 
resulted  from  time  delays,  disconnects  between  related  processes, 
or  lack  of  synchronization  within  the  overall  authorization  man- 
agement system.  Most  of  the  problem  areas  were  discovered  when 
attempts  were  made  to  model  the  linkage  of  one  activity  (within  a 
process)  to  another  or  one  process  to  another.  It  was  observed 
that  changes  made  to  improve  one  process  could  have  adverse  or 
counterproductive  impact  on  one  or  more  other  processes.  Since 
inherent  in  the  MOC  study  methodology  was  the  ability  to  analyze 
authorization  management  processes  in  combination,  prescriptive 
measures  could  be  formulated  to  improve  authorization  management. 
The  prescriptions  transcend  both  processes  and  commands;  the  pre- 
scriptions are  intended  to  enhance  the  efficiency  of  the  activi- 
ties within  processes  and  interfaces  with  TAADS. 
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a.  The  appropriateness  and  utility  of  the  managemeht  prescrip- 
tions contained  In  this  report  were  verified  through  coordination 
with  points  of  contact  In  authorization  management  at  all  levels 
of  command.  During  the  period  of  coordination,  several  prescrip- 
tions were  Implemented  In  the  management  process;  others  are  being 
considered  for  Implementation. 

b.  the  complete  set  of  management  prescriptions  Is  presented 

In  Chapter  4.  A summarization  of  a prescription  Is  shown  In  Table  2. 
The  Table  Indicates,  In  abbreviated  form,  the  problem;  Its 
cause;  the  effect  of  the  problem;  the  prescription;  and  Its  prob- 
able Impact. 

5.  SCHEDULE  ALTERNATIVES.  The  network  models  which  describe  the 
17  key  authorization  management  processes  were  translated  for  com- 
puter-assisted analysis.  A special  software  package  was  then  used 
to  support  a quantitative  analysis  of  the  overall  managemeht  sys- 
tem Incorporating  the  17  processes.  The  analysis  proceeded  In  an 
organized,  progressive  fashion  from  the  current  authorization  man- 
agemeht system  through  a series  of  alternative  schedules  designed 
to  Improve  the  synchronization  of  the  Individual  processes.  The 
nine  separate  schedules  analyzed  are  discussed  In  Chapter  5. 

a.  Figure  Z Indicates  the  schedule  currently  maintained  for 
updating  TAADS  as  a result  of  the  guidance  Issued  1n  the  various 
processes.  The  TAADS  updates  are  transmitted  from  the  WACOM  every 
month  of  the  year  to  Incorporate  portions  of  the  change  guidance. 
Since  each  update  makes  a unit  vulnerable  to  authorization  docu- 
ment changes,  the  potential  for  documentation  turbulence  Is  high 
(IZ  time  a year)  especially  for  the  TOE  units. 

b.  Figure  3 presents  an  example  of  a documentation  schedule 
derived  for  an  aHernatIve  designed  to  limit  the  Issuance  and  the 
documentation  of  authorization  change  guidance  to  twice  a year. 
Updates  to  TAADS  would  occur  In  March  and  September.  The  units 
would  be  subject  to  change  twice  a year;  the  stability  of  the  au- 
thorization documents  would  allow  the  personnel  and  equipment  req- 
uisition systems  to  respond;  and  the  scheduled  updates  would  sup- 
port DA  programing  functions.  Details  of  this  schedule  are  pro- 
vided In  Chapter  5,  paragraph  5-7. 

b.  ESSENTIAL  ELEMENTS  OF  ANALYSIS.  The  essential  elements  of 
analysis  (LLA)  specified  In  the  tasking  directive  and  associated 
responses  generated  by  the  MOC  study  are  presented  In  the  follow- 
ing paragraphs. 
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a.  Mhat  types  of  authorization  changes  cause  the  most  turou- 
lence?  Two  generic  types  of  authorization  changes  were  observed 
to  cause  the  most  turbulence.  The  first  type  Is  authorization 
change  guidance  which  conflicts  with  earlier  guidance  thereby  gen- 
eratlng  additional  administrative  workload  (primarily  at  MACOH- 
level)  preparing  revised  authorization  documents.  An  example  Is  a 
Toe  change  (CCT)  not  Including  the  latest  equipment  Supply  Bulle- 
tin Information.  The  second  type  Is  the  frequency  of  revised 
documents  for  MTOE  and  TDA  authorizations  creating  turbulence  In 
the  units  through  cancellations,  corrections  and  revisions  to  per- 
sonnel or  equipment  requisitions,  and  mismatches  between  skilled 
personnel  and  equipment  authorized  and  on-hand.  The  latter  ex- 
ample of  turbulence  directly  Impacts  a unit's  readiness  condition. 

b.  Are  there  responses  to  authorization  changes  which  can  be 

modified  to  reduce  turbulence  (e.g.,  delayed,  reduced  or  elimi- 
nated)? Yes.  Some  specific  examples  Include:  delaying  the  re- 

sponse to  MOS,  equipment  SB  and  TOE  change  guidance  In  order  to 
permit  a single  document  revision  for  all  three  types  of  guidance; 
reducing  the  frequency  of  VTAADS  submissions  to  a semiannual 
cycle,  thus  reducing  the  frequency  of  revised  documents  for  the 
units;  and  eliminating  a special  H-53U  equipment  validation  report 
prepared  for,  but  not  used  by,  fORSCOM.  These  and  other  examples 
are  discussed  In  Chapter  4,  Management  Prescriptions,  and  Chapter  5, 
Scheduling  Alternatives. 

c.  Can  alternative  Information  systems,  e.g.,  VFDMIS,  be  ef- 
fectively Used  to  reduce  turbulence?  Alternative  Information  sys- 
tems can  be  used  to  Improve  the  reports  derived  from  Information 
data  bases.  But,  the  turbulence  does  not  appear  to  be  caused  by 
Information  systems.  Rather,  It  Is  the  volume,  frequency  and 
schedule  of  changes  to  the  data  contained  In  the  Information  sys- 
tems which  cause  turbulence.  It  would  therefore  appear  that  tur- 
bulence can  best  be  controlled  through  disciplining  the  procedures 
for  changing  Input  data  In  the  Information  systems. 

7.  OBSERVATIONS.  The  primary  observations  resulting  from  this 
study  of  the  Army  authorization  management  system  are  presented  In 
the  following  material. 

a.  Army  authorization  management  processes  form  a system  which 
Is  amenable  to  analytical  1nvest1gat1on»  That  system  Is  comprised 
of  Individual  management  processes  for  which  detailed  representa- 
tions (models)  can  be  developed.  The  models  can  then  be  analyzed 
either  singly  or  as  Interconnected  processes  using  techniques  of 
network  theory. 
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b.  The  Army  authorization  management  system  contains  17  key 
management  processes.  These  processes  either  provide  guidance  on 
authorization  changes,  document  the  changes,  or  use  the  documenta- 
tion (see  Table  1). 

c.  There  are  different  characteristics  of  authorization  turbu- 
lence which  manifest  themselves  at  the  various  command  and  func- 
tional levels.  At  the  unit  level,  the  turbulence  is  associated 
with  Implementing  the  revised  documents  through  requisitions;  at 
the  MACOM  and  Installation  level,  the  turbulence  Is  associated 
with  applying  the  change  guidance;  at  the  DA  level,  the  turbulence 
Is  associated  with  obtaining  the  most  complete  documentation  for 
program  development  efforts;  and  at  the  personnel  and  equipment 
asset  manager  level,  the  turbulence  is  associated  with  obtaining 
timely  Information  on  current  authorizations  In  the  units. 

d.  The  development  of  thorough  and  accurate  models  of  the  In- 
dividual processes  required  the  detailed  investigation  of  the  au- 
thorization management  processes.  The  preparation  of  the  models 
revealed  three  types  of  procedural  problems  which  contribute  to 
turbulence. 

(1)  Problems  due  to  time  delays. 

(2)  Problems  due  to  disconnects  among  related  processes. 

(3)  Problems  due  to  the  lack  of  synchronization  among  pro- 
cesses. 

e.  The  use  of  network  theory  Is  a powerful  quantitative  device 
for  analyzing  the  schedule  of  management  processes  and  improving 
the  synchronization  among  these  processes. 

(1)  The  current  schedule  for  authorization  management  pro- 
cesses can  be  modified  to  reduce  the  frequency  of  changes,  to  syn- 
chronize better  the  Interactions  and  to  reduce  the  turbulence. 

(2)  The  processes  of  the  authorization  management  system  can 
be  limited  to  a schedule  whereby  change  guidance  Is  issued  once  a 
year,  documentation  of  the  guidance  is  required  once  a year,  and 
unit  documents  change  only  once  a year.  While  such  a system'  can 
be  shown  analytically  to  be  possible,  operational  problems  of  such 
limitations  on  change  may  occur. 

(3)  Other  alternative  schedules  of  management  processes  can 
be  synchronized  to  an  update  of  TAADS  twice  a year  (March  and  Sep- 
tember). These  schedules,  as  analyzed  in  this  study,  appear  to 
offer  three  advantages: 
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(a)  The  authorization  documents  remain  relatively  stable, 
reduclno  the  frequency  of  changes  to  the  units  and  allowing  the 
requisitioning  processes  to  work. 

|b)  The  Issuance  of  guidance  can  be  scheduled  to  provide 
sufficient  time  for  updating  dofcuments. 

(c)  The  update  schedule  for  authorization  documents  can  be 
synchronized  to  support  force,  personnel,  and  equipment  policy 
decision  milestones  at  DA. 

f.  The  MOC  network  diagrams  provide  HQDA  a unique  mechanism  by 
which  to  address  the  objectives  and  workflows  of  the  authorization 
management  process  and  the  overall  system  that  results  from  those 
processes.  The  prescriptions  and  alternative  schedules  nominated 
In  this  study  use  the  diagrams  to  Identify  actions  for  reducing 
turbulence  generated  within  the  official  authorization  management 
system.  However,  the  prescriptions  and  alternatives  cannot  control 
the  "one  time"  guidance  which  contributes  to  much  of  the  turbu- 
lence. Complying  with  the  "one-time"  change  guidance  currently 
requires  about  30%  of  the  MACOM  time  devoted  to  documenting 
changes.  A disciplined  DA  control  mechanism  for  coordinating  and 
approving  the  release  schedule  and  subsequent  documentation  feed- 
back for  authorization  change  guidance  could  reduce  turbulence 
further. 
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MANAGEMENT  OF  CHANGE 

CHAPTER  1 
INTRODUCTION 


1-1.  BACKGROUND.  The  Management  of  Change  (MOC)  Study  addresses 
the  Army  management  processes  associated  with  authorization 
changes.  Changes  occurring  In  authorization  documents  (e.g.,  a 
I military  occupational  specialty  (MOS)  grade  change;  or  change  In 

I the  quantity  of  an  Item  of  equipment)  require  that  resources  be 

i committed  to  Implement  the  changes  In  the  affected  Army  units.  Of 

particular  concern  to  commanders  Is  the  frequency  of  the  changes 
since  responding  to  the  change  guidance  can  result  In  resources 
(personnel,  dollar  or  materiel)  being  diverted  from  mission  essen- 
tial activities.  The  US  Arn\y  Concepts  Analysis  Agency  (CAA)  was 
tasked  to  Identify  ways  of  reducing  the  frequency  of  unit  authori- 
zation changes,  Improving  the  assimilation  of  changes  at  all  lev- 
els, and  synchronizing  the  documentation  of  changes  to  support 
essential  Department  of  the  Arn\y  (DA)  Information  requirements. 

The  term  "authorization  change"  refers  to  any  action  which  re- 
quires a change  to  the  nomenclature,  type  or  quantity  of  personnel 
and/or  equipment  In  an  Army  unit.  The  Army  has  a number  of  formal 
functional  processes  and  Informal  procedures  for  disseminating 
authorization  change  guidance,  a central  process  for  documenting 
the  changes,  and  functional  processes  which  use  the  authorization 
information  contained  In  the  central  documentation  system. 

a.  Documentation  System.  The  single  system  for  recording  all 
authorization  changes  Is  The  Army  Authorization  Documents  System 
(TAADS).  TAADS,  an  Information  system.  Is  defined  In  AR  310-49  as 
the  Army  wide  system  designed  to  centralize  control  of  personnel 
and  equipment  both  required  and  authorized  to  Active  Army  and  Re- 
serve Component  units.  Authorization  changes  are  not  directed  In 
TAADS;  direction  comes  from  Army  management  processes  which  gener- 
ate change  guidance.  Rather,  TAADS  provides  detailed  Information 
on  how  the  changes  are  implemented  In  some  7,500  units  Identified 
In  the  system. 

(1)  TAADS  Includes  Information  on  the  quantity  and  type  of 
personnel  and  equipment  that  Is  both  required  and  authorized  In 
Army  units.  For  a Table  of  Organization  and  Equipment  (TOE)  unit, 
the  requi red  level  of  personnel  or  equipment  refers  to  the  quan- 
tlty  and  type  deemed  doctrinal ly  essential  for  the  unit  to  perform 
Its  combat  mission;  the  required  level  for  a lable  of  Distribution 
and  Allowances  (TDA)  unit  refers  to  the  quantity  and  type  of  per- 
sonnel or  equipment  required  for  the  unit  to  perform  Its  support 
mission.  The  4iLtil£rl2ed  level  of  personnel  or  equipment  Is  that 
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quantity  and  type  needed  for  peacetime  operations  of  the  unit.  An 
authorization  change,  then,  is  any  change  in  personnel  or  equip- 
ment either  required  or  authorized  for  a unit.  Throughout  the 
report  the  terms  "authorization  change"  and  "authorization"  will 
be  used  generically  to  refer  to  changes  in  TAADS  regardless  of 
wfiether  it  is  a change  to  the  authorized  or  required  entries. 

(2)  The  quantity  of  information  contained  and  maintained  in 
TAADS  is  immense.  A few  examples  include: 

(a)  Data  on  every  personnel  space--civi 1 ian  and  military. 
Active  and  Reserve--is  included  to  MOS,  job  series,  and  grade 
level  of  detail.  Currently,  data  exists  on  approximately  1.7  mil- 
lion spaces. 

(b)  Data  on  every  major  item  of  equipment  is  included  re- 
sulting in  some  38,000  different  Line  Item  Number  (LIN)  entries. 

(c)  Each  space  and  LIN  in  TAADS  is  contained  within  a 
paragraph  of  a particular  unit  identified  by  both  a Unit  Identifi- 
cation Code  (UIC)  and  a fiscal  Army  Management  Structure  Code 
(AMSC). 

(3)  In  addition  to  the  current  required  and  authorized  in- 
formation, detailed  future  personnel  and  equipment  requirements 
for  the  unit  are  included  in  TAADS  through  the  use  of  effective 
dates  (EDATES).  Most  units  have  more  than  one  organizational 
structure  documented  in  TAADS.  There  is  a current  document,  per- 
haps another  document  to  be  effective  later  in  the  fiscal  year, 
and  a document  effective  for  the  next  fiscal  year. 

(4)  Since  TAADS  is  the  official  source  of  all  this  detailed 
information,  it  serves  as  a data  bank  for  a wide  variety  of  uses: 

(a)  Individual  units  use  the  authorization  information  as 
the  basis  for  requisitioning  and  as  a baseline  requirement  for 
readiness  reporting. 

(b)  The  major  Army  command  (MACOM)  staffs  and  intermediate 
level  personnel  and  equipment  managers  use  the  authorization  in- 
formation to  initiate  and/or  validate  requisitions. 

(c)  The  DA  staff  uses  the  TAADS  data  in  conjunction  with 
other  systems  to  forecast  detailed  equipment,  recruiting  and 
training  program  requirements. 

(5)  Even  though  approximately  yu%  of  the  authorization 
changes  documented  in  TAADS  are  a result  of  DA  policy  decisions. 
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virtually  all  of  the  changes  enter  TAADS  through  MACOM  Input. 

Vertical  TAADS  (VTAADS)  Is  the  extension  of  the  DA  system  to  MACOM 
level  and  provides  the  MACOM  the  ability  to  Input  changes  to 
TAADS.  The  MACOMs  develop  an  Implementation  plan  on  authorization 
changes  and  submit  the  plan  as  their  latest  VTAADS  Input  to  update 
the  DA  TAADS.  The  preparation  of  the  update  can  be  difficult  and 
time  consuming  for  the  field  If  an  authorization  change  requires 
selecting  from  among  various  possibilities.  This  difficulty  Is 
compounded  when  additional  change  guidance  arrives  In  the  field 
before  documentation  action  Is  completed  on  earlier  guidance. 

b.  The  Problem.  The  frequency  and  volume  of  authorization 
Changes--requ1r1ng  documentation,  modification  or  generation  of 
alternatives  In  TAADS,  compliance  and  Implementation  by  field 
units,  revision  of  personnel  and  equipment  validation  reports,  and 
adjustments  to  the  recruiting,  training  and  equipment  programs-- 
creates  an  Inordinate  workload  Army -wide.  The  work  Involved  and 
the  conditions  under  which  It  Is  accomplished  can  be  characterized 
as  turbulent  and.  In  many  cases,  unnecessary.  Because  resources 
Involved  In  preparing  responses  to  authorization  changes  may  be 
employed  unnecessarily,  the  resources  are  diverted  from  other  mis- 
sion essential  activities.  This  problem  of  authorization  manage- 
ment received  the  attention  of  the  Army  Staff  and  resulted  In  a 
Chief  of  Staff  Memorandum  (CSM)  which  led  to  the  Management  of 
Change  study. 

c.  Study  Concept.  CSM  75-b-9U,  subject:  Management  of  Change 

(MOC)  Study,  was  published  on  1 December  1975,  In  that  CSM,  the 
Office  of  the  Deputy  Chief  of  Staff  for  Operations  and  Plans  (ODCSOPS) 
was  directed  to  conduct  a review  and  analysis  of  the  application 

of  authorization  changes  down  to  battalion  level.  The  study  was 
to  be  an  Integrated  DA  staff  effort,  with  field  participation, 
monitored  by  the  Program  Optimization  and  Budget  Evaluation 
(PROBE)  Steering  Committee.* 


The  PROBE  Steering  Committee  Is  a continuing  committee  of  the 
Army  staff,  chaired  by  the  Director  of  Program  Analysis  and  Eval 
uatlon  and  established  by  CSR  15-Z5  Subject:  BOARDS,  COMMISSIONS 

and  COMMITTEES:  Program  Optimization  and  Budget  Evaluation 

Steering  Committee,  dated  lu  March  1975.  As  an  advisory  body  for 
the  MOC  study,  the  PROBE  Steering  Committee  was  augmented  by  rep- 
resentatives from  MILPERCEN,  DARCOM,  TRADOC  and  FORSCOM. 
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(1)  As  stated  1n  the  CSM,  the  purpose  of  the  study  was  to 
provide: 

"...for  the  conduct  of  a comprehensive  study  to  determine 
the  type,  magnitude,  and  frequency  of  changes  that  are  required 
and  captured  in  The  Army  Authorization  Documents  System  (TAADS)  to 
assure  that  the  application  of  changes  are  manageable  from  unit 
(battalion)  level  to  Hl)DA." 

(2!)  The  Assistant  Deputy  Chief  of  Staff  for  Operations  and 
Plans  (ADCSOPS),  being  responsible  for  compliance  with  the  CSM, 
requested  that  CAA  support  this  Chief  of  Staff-directed  study 
through  the  analysis  of  Army  management  systems  relating  to  au- 
thorization changes. 

l-Z.  PURPOSE.  The  purpose  of  this  CAA  study  on  the  Management  of 
Change  is  to:  analyze  Army  management  systems  for  promulgating 
authorization  change,  and  to  prescribe  systematic  measures  to  fa- 
cilitate the  assimilation  of  change  at  HODA,  MACOM,  and  subordi- 
nate commands.  This  study  places  analytical  emphasis  on  the  causes 
of  authorization  changes  and  the  formulation  of  alternatives  to 
remedy  the  current  difficulties  in  responding  to  changes  in  au- 
thorization documents. 

1-3.  OBJECTIVE.  Descriptions  of  the  four  study  objectives  speci- 
fied in  the  tasking  directive  are  summarized  below  along  with  an 
overview  of  how  each  was  attained. 

a.  Review  Authorization  Management  Processes.  Attaining  the 
first  objective  required  identifying  and  analyzing  the  Army  man- 
agement processes  involved  in  authorization  changes.  A research 
and  data  collection  effort  included  reviewing  not  only  the  manage- 
ment processes  which  generate  and  transmit  authorization  change 
guidance,  but  also  those  which  use  and  therefore  require  the  docu- 
mentation of  authorization  changes. 

b.  Identify  Information  Flows.  Completion  of  this  objective 
required  detailed  review  of  applicable  Army  Regulations  (ARs)  and 
other  documents  as  well  as  discussions  with  knowledgeable  staff 
members  at  DA,  MACOM  and  unit  level  to  ascertain  the  interactions 
within,  between  and  among  the  various  management  processes.  These 
activities  resulted  in  a series  of  original  descriptive  models, 
representing  the  activity  workflows  in  each  of  the  management  pro- 
cesses. 

c.  Analyze  the  Processes.  This  third  objective  required  the 
collection  of  quantitative  data  on  the  management  processes.  The 
data  was  used  as  input  to  the  models  developed  in  the  previous 
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task  and  supported  a rigorous  quantitative  analysis  using  a metho- 
dology based  on  network  theory. 

d.  Prescribe  Alternative  Measures.  The  final  objective  re- 
quired the~noiin7iaHon^f~rrternat^  to  facilitate  the 

assimilation  of  authorization  changes.  The  alternatives  were 
based  on  results  of  attaining  each  of  the  preceding  objectives. 

Two  types  of  alternatives  have  been  generated:  prescriptions  per- 

taining to  authorization  management  procedures  and  alternatives 
pertaining  to  authorization  management  schedules. 

1-4.  SCOPE.  The  MOC  Study  consists  principally  of  an  analysis 
of  DA  and  MACOM  policies,  regulations,  projects,  programs,  auto- 
mated systems,  and  procedures  Involved  with  authorization  changes. 
This  Involvement  can  be  either  In  generating  authorization  change, 
documenting  authorization  change,  or  using  the  authorization  data. 
Within  this  domain  of  authorization  management,  the  MOC  study  ad- 
dresses the  volume,  frequency  and  nature  of  actions  causing  change 
and  turbulence. 

1-b.  ASSUMPTIONS.  The  following  two  assumptions  were  established 
in  the  tasking  directive  for  this  study: 

a.  On  Administrative  Staffs.  Administrative  staffs  will  not 
be  augmented  with  additional  personnel  to  process  authorization 
changes.  The  Import  of  this  assumption  Is  that  the  MOC  study  Is 
constrained  to  prescriptions  which  can  be  implemented  without  the 
need  for  additional  personnel. 

b.  On  Priority  of  Changes.  All  authorization  changes  do  not 
require  the  same  priority  of  compliance.  This  assumption  relates 
to  how  quickly  changes  have  to  be  entered  Into  TAADS  by  the  field 
and  provides  the  latitude  to  consider  alternate  schedules  and  se- 
quences of  events. 

1-b.  ESSENTIAL  ELEMENTS  OF  ANALYSIS  (EEA).  The  tasking  directive 
Specified  three  essential  elements  of  analysis  which  require  the 
Identification  of  difficulties  with  the  current  systems,  the  pro- 
posal of  modifications,  and  an  assessment  of  alternative  Informa- 
tin  systems. 

a.  What  types  of  authorization  changes  cause  the  most  turbu- 
lence? 

b.  Are  there  responses  to  authorization  changes  which  can  be 
modified  to  reduce  turbulence  (e.g.,  delayed,  reduced  or  elimi- 
nated)? 
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c.  Can  alternative  information  systems  be  effectively  used  to 
reduce  turbulence? 

The  causes  of  turbulence  are  identified  through  the  analysis  of 
the  authorization  environment;  critical  problems  and  procedural 
modifications  to  remedy  them,  are  analyzed;  and  alternative  sys- 
tems such  as  TAADS  at  installation  level  are  discussed. 

1-7.  CONTENTS  OF  THE  REPORT.  The  following  chapters,  supported 
by  technical  appendices,  present  the  results  of  this  management 
study.  Chapter  2 contains  a discussion  of  the  current  environment 
created  by  the  Army's  authorization  management  processes.  The 
methodology  formulated  to  analyze  the  authorization  environment 
and  change  problems  is  the  subject  of  Chapter  3.  Based  on  appli- 
cation of  the  methodology.  Chapter  4 documents  prescriptions  nomi- 
nated to  improve  procedures  and  Chapter  5 presents  alternative 
schedules  to  reduce  the  characteristics  of  turbulence  observed  in 
the  authorization  management  environment.  The  final  chapter  of 
this  report  presents  the  majpr  observations  pertaining  to  the  Army 
authorization  environment. 


CHAPTER  1 

AUTHORIZATION  CHANGE  ENVIRONMENT 
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2-1.  INTRODUCTION.  Every  unit  In  the  Army  Is  defined  by  and  or- 
ganized under  a document  which  shows  Its  personnel  and  equipment 
requirements  and  authorizations.  The  most  prevalent  of  these 
documents  are  called  Modification  Tables  of  Organization  and  Eq- 
uipment (MTOE)  for  combat  oriented  units  and  Tables  of  Distribu- 
tion and  Allowances  (TDA)  for  noncombat  oriented  units.  There  are 
also  Joint  Tables  of  Distribution  and  Allowance  (JTDA)  applied  to 
Arn\y  organizations  Involved  In  joint  activities.  The  MTOE  and  TDA 
are  used  In  planning,  programing,  budgeting,  requisitioning, 
training,  and  distributing  personnel  and  equipment;  the  MTOE  are 
also  used  as  the  basis  for  reporting  unit  readiness.  Since  there 
are  about  14,000  MTOE  and  TDA  units  in  the  Army,  a mechanism  was 
necessary  to  maintain  the  unit  authorization  documents  and  control 
their  changes.  Consequently,  The  Army  Authorization  Documents 
System  (TAADS)  was  established  as  an  automated  capability  for  de- 
veloping and  documenting  organizational  structures,  requirements, 
and  authorizations  of  personnel  and  equipment  necessary  to  support 
the  assigned  missions  of  Army  units.* 

a.  TAADS.  TAADS  Is  an  Army -wide  mul tl command  standard  auto- 
matic data  processing  (ADP)  system  designed  to  centralize  the  con- 
trol of  personnel  and  equipment  required  by  and  authorized  to  Ac- 
tive Army  and  Reserve  Component  units  and  activities.  Authoriza- 
tion documents  for  all  MTOE  and  TDA  units  are  maintained  through 
the  TAADS  ADP  system. 

b.  TAADS  Data.  Data  banks  for  TAADS  exist  at  HQDA  and  at  each 
designated  major  Army  command  (MACOM)  headquarters;  the  data  are 
maintained  In  a current  status  through  DA  directives  and  MACOM 
approved  modifications.  Once  modifications  are  made  and  data 
files  within  the  banks  are  updated.  Army  resource  managers  can 
access  the  latest  Information  available  through  the  use  of  TAADS. 

c.  TAADS  Input  and  Management  of  Change.  The  frequency  and 

volume  of  the  changes  to  tAADS  data  led  to  the  Management  of 
Change  (MOC)  Study.  Authorization  documents  require  modification 
for  a myriad  of  reasons  including:  changes  In  force  plans,  struc- 

ture, or  guidance;  changes  In  resources;  availability  of  new  equlp- 
n»ent;  changes  In  a military  occupational  specialty  (MOS);  MACOM 


*AR  310-49,  Change  1,  "The  Army  Authorization  Documents  System 
(TAADS),"  7 Nov  /5. 
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and  subordinate  unit  initiatives;  and  correction  of  errors.  Fun- 
damentally a passive,  facilitating  system,  TAADS  does  not  make  or 
initiate  change.  Rather  changes  are  incorporated,  documented,  and 
reported  through  the  capabilities  provided  by  TAADS.  Changes  to 
TAADS  data  occur  because  management  systems  and  Army  functional 
processes  which  interface  with  and  through  TAADS  direct  a change 
to  occur.  The  remainder  of  this  chapter  contains  descriptions  of 
these  interfacing  systems  and  processes;  how  authorization  changes 
are  directed,  implemented,  and  used;  and  how  TAADS  and  its  ad- 
juncts act  in  concert  to  create  an  authorization  change  environ- 
ment. Unless  otherwise  noted  in  the  following  material,  the  term 
TAADS  is  used  to  denote  collectively  and  generically  the  ADP  sys- 
tem and  data  banks  which  are  instrumental  in  authorization  change 
management . 

2-2.  AUTHORIZATION  MANAGEMENT  SYSTEM.  TAADS  plays  a central  role 
in  the  overall  authorization  management  system.  There  are  a num- 
ber of  other  systems  (or  more  properly,  sub-systems)  which  inter- 
face with  TAADS,  either  to  direct  changes  or  receive  data,  which 
collectively  comprise  the  authorization  management  system.  These 
systems  can  be  viewed  as  parts  of  functional  processes  acting  as 
the  mechanisms  which  cause  changes  to  occur  in  MTOE  and  TDA  units. 
As  previously  noted,  the  MTOE  and  TDA  documented  in  TAADS  are  the 
official  authorization  documents  for  all  Army  units.  When  changes 
are  entered  in  TAADS,  the  units  are  affected  since  the  authoriza- 
tion documents  in  TAADS  are  the  basis  for  requisitioning  personnel 
and  equipment,  and  for  MTOE  readiness  reporting.  This  is  the 
genesis  of  turbulence  imposed  on  the  units.  The  components  of 
this  overall  system  are  discussed  below. 

a.  Each  time  a unit's  authorization  document  changes,  the  unit 
is  forced  to  react--if  it  is  to  comply  with  its  governing  docu- 
ment. The  more  changes  there  are  to  TAADS  documents,  the  more 
work  is  required  of  the  units  to  post  the  changes,  requisition 
equipment,  requisition  personnel,  cancel  other  requisitions,  ad- 
just training  plans,  or  do  whatever  else  is  necessary  to  adhere  to 
their  respective  authorization  documents  and  accomplish  their  mis- 
sion. Significantly,  the  speed  with  which  the  ADP  system,  TAADS, 
reports  change  has  both  beneficial  and  disadvantageous  effects: 
since  authorization  documents  can  be  updated  quickly,  TAADS  offers 
substantial  responsiveness  and  flexibility  to  Army  planners,  pro- 
gramers,  and  budgeters;  that  same  speed  in  updating  can  create 
difficulties  for  units  trying  to  keep  up  with  rapid  and  frequent 
changes  in  their  authorizations. 

b.  The  environment  at  unit  level  resulting  from  TAADS  changes 
can  be  turbulent.  The  management  systems  updating  TAADS,  if  not 
coordinated,  can  cause  a unit's  authorization  to  be  changed 
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several  times  In  conflicting  and  confounding  manners.  For  ex- 
ample « In  TAADS  a unit  can  be  authorized  a new  weapons  system  but 
not  the  people  for  It;  consequently,  the  unit  may  requisition  and 
acquire  the  newly  authorized  weapon  and  at  the  same  time  an  ear- 
lier personnel  requisition  Is  filled  by  soldiers  trained  for  the 
no  longer  authorized  weapon.  Only  when  TAADS  authorizes  the  per- 
sonnel for  the  weapons  system  can  they  be  requested.  Such  condi- 
tions as  this  are  turbulent  and  chaotic.  Analytically,  an  under- 
standing of  the  Army  functional  management  processes  by  which 
changes  In  TAADS  occur  Is  a first  step  In  attenuating  the  problem. 
In  the  following  paragraphs,  the  management  systems  which  Inter- 
face with  TAADS  and  contribute  to  change  are  discussed  In  the  con- 
text of  the  authorization  change  environment. 

2-3.  KEY  AUTHORIZATION  MANAGEMENT  PROCESSES.  Many  authorization 
management  processes  Interface  with  TAADS— usually  through  the 
Army  functional  management  systems  with  which  they  are  associated. 
MOC  research  and  data  collection  activities  at  DA,  MACOM,  and  unit 
level  Indicate  that  there  are  seventeen  key  processes  which  are 
Intrinsic  to  authorization  change  management.  These  key  processes 
Include  the  various  functional  means  for  Initiating  and  issuing 
change  guidance;  the  TAADS  process  for  recording  and  approving  the 
Implementation  of  the  changes;  and  the  processes  which  use  the 
Information  for  program  development  and  distribution.  Table  2-1 
lists  the  key  authorization  management  processes  In  three  func- 
tional groupings: 

• Processes  which  provide  guidance  for  making  changes. 

• Processes  which  document  the  changes. 

a Processes  which  make  use  of  the  documentation. 

a.  Description  of  the  Processes.  All  of  the  management  pro- 
cesses are  required  to  operate  within  the  overall  umbrella  of  the 
Army  Planning,  Programing,  and  Budgeting  System  (PPBS).  Quantita- 
tive resource  ceilings  are  established  at  the  completion  of  one 
PPBS  cycle  which  become  the  guidance  for  documentation  to  support 
prescribed  actions  In  the  next  cycle.  The  PPBS  cycle  does  not 
Interface  directly  with  TAADS,  but  It  serves  as  the  governing  time 
constraint  for  scheduling  and  sequencing  of  the  seventeen  authori- 
zation processes.  The  following  subparagraphs  describe  each  pro- 
cess. Detailed  descriptions  of  the  workflows  of  the  processes 
analyzed  In  this  study  are  Included  In  Appendix  D.* 


♦The  PB6,  FAS,  TAADS,  and  VTAADS  processes  are  consolidated  1n 
Appendix  D,  Annex  VIII,  TAADS  Documentation. 
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Table  2-1.  Key  Authorization  Management  Processes 


i 


Functional  category 
Issuance  of  change 


Process 

Program  and  Budget  Guidance  (PBG) 
Force  Accounting  System  (FAS) 
Basis  of  Issue  Plan  (BOIP) 
Commercial  Item  Introduction 
Equipment  Supply  Bulletin 
MOS  Update 
TOE  Change  Cycle 


Documentation  of  change  TAADS  (at  DA  level) 

VTAADS  (at  MACOM  level) 

ITAADS  (at  Installation  level) 

Uses  of  documentation  Personnel  Structure  and  Composition 

System  (PERSACS) 


Logistics  Structure  and  Composi- 
tion System  (LOGSACS) 

Army  Program  for  Individual 
Training  (ARPRINT) 

Initial  Issue  Quanti ty/ Author! zed 
Acquisition  Objective  (IIQ/AAO) 

Personnel  Requisitions 

Equipment  Requisitions 


POMCUS  TAADS 
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(1)  Issuance  of  Change  Guidance.  There  are  seven  processes 
which  provide  guidance  and  direction  to  changes  In  authorization 
documents* 

(a)  Program  and  Budget  Guidance  (PBG).  This  Is  the  pro- 

cess employed  by  the  Army  for  providing  resource  constraint  guid- 
ance to  Individual  MACOMs.  Three  PBGs  are  Issued:  one. In  May 

based  on  the  Program  Objective  Memorandum  (POM),  one  In  October 
based  on  the  Army  budget,  and  one  In  January  based  on  the  Presi- 
dent's budget. 

(b)  Force  Accounting  System  (FAS).  This  system  provides 
monthly  force  structure  and  manpower  guidance  to  the  field.  For- 
mal monthly  updates  of  the  automated  file  by  MACOMs  keep  the  In- 
formation current.  The  FAS  Information  guidance,  In  the  form  of 
force  structure  changes,  Is  used  In  revising  the  authorization 
documents. 

(c)  Basis  of  Issue  Plan  (BOIP).  The  BOIP  serves  as  a plan 
for  Introducing  new  major  Items  of  equipment  Into  the  Army  Inven- 
tory. The  guidance  from  the  BOIP  Is  reflected  In  TAADS  directly 
as  revisions  to  TDA  authorization  documents  and  Indirectly  through 
the  Supply  Bulletin  and  TOE  change  processes  for  MTOE. 

(d)  Commercial  Item  Introduction.  Commercial  Items  are 
approved,  type  classified,  and  Introduced  Into  the  Army  Inventory 
through  this  process. 

(e)  Supply  Bulletin  Update  (SB).  Supply  Bulletin  700-20 
contains  semiannual  guidance  for  adding,  deleting,  or  redesignat- 
ing line  Item  numbers  (LlNs)  for  major  Items  of  equipment.  The  SB  • 
process  requires  TAADS  documents  be  updated  twice  a year. 

(f)  MOS  Update.  Military  occupational  specialty  (MOS) 
Information  Is  Issued  twice  yearly  to  revise  or  add  new  MOS  job 
titles,  allocations,  descriptions,  and  grades  to  authorization 
documents . 

(g)  TOE  Change  Process.  This  guidance  for  structuring  new 
TOEs  and  modifying  existing  ones  Is  published  semiannually.  The 
Consolidated  Change  Table  (CCT)  documents  provide  doctrinal  unit 
structuring  guidance  to  accommodate  equipment,  personnel,  and 
force  structure  changes  to  the  TOE.  The  sum  of  all  the  TOE  and 
TOE  changes  constitutes  the  TOE  master  file. 

(2)  Documentation  of  Change.  All  Army  unit  authorizations 
are  documented  In  TAADS  as  MTOE  or  TDA.  There  are,  however,  three 
systems  In  which  changes  to  these  documents  occur. 
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(a)  TAADS.  This  is  the  automated  system  at  HQDA. 


(b)  VTAADS.  Vertical  TAAOS  (VTAADS)  1s  a term  applied  to 
automated  systems  at  MACOMs  which  are  counterparts  to  TAAOS. 

VTAADS  facilitates  the  development  and  submission  of  TAAOS  docu- 
ments . 

(c)  I TAADS.  Installation  TAADS  (ITAADS)  is  a term  applied 
to  the  automated  systems  now  being  introduced  at  installation 
level  which  are  counterparts  to  TAADS. 

(3)  Uses  of  Documentation.  Seven  key  management  processes 
use  the  documentation  reported  in  TAADS  to  plan  for  and  manage 
Army  resources. 

(a)  PERSACS.  The  Personnel  Structure  and  Composition  Sys- 
tem (PERSACS)  process  combines  force  structure  guidance  in  the  FAS 
with  the  detailed  personnel  information  in  TAADS  (or  by  default, 
information  in  the  TOE  master  file)  for  projecting  current  and 
future  personnel  requirements. 

(b)  LOGSACS.  The  force  structure  guidance  in  the  FAS  is 
combined  with  the  detailed  equipment  information  in  TAADS  (or  by 
default,  information  in  the  TOE  master  file),  BOIP,  and  other  DA 
notes  to  generate  the  Logistics  Structure  and  Composition  System 
(LOGSACS).  LOGSACS  is  used  for  projecting  current  and  future  ma- 
teriel requirements. 

(c)  Training  Program  Development  . The  process  previously 
.called  the  White  Book,  now  the  Army  Program  for  Individual  Train- 
ing (ARPRINT),  generates  the  Army  training  program.  Personnel 
authorization  data  in  TAADS  is  a primary  input  to  the  development 
of  the  ARPRINT. 

(d)  IIQ/AAO.  The  determination  of  an  initial  issue  quan- 
tity (IIQ)  of  materiel  refers  to  the  process  of  calculating  the 
number  of  new  items  designated  for  distribution  to  units.  The  IID 
process  is  a subset  of  the  Authorized  Acquisition  Objective  (AAO) 
process  which  establishes  the  total  quantitative  requirement  of 
materiel  to  be  obtained  by  the  Army.  The  nature  of  the  interrela- 
tionship between  the  lU)  and  the  AAO  processes  makes  it  convenient 
to  consider  them  together  for  analytic  purposes. 

(e)  Personnel  Requisition.  The  procedures  for  requisi- 
tioning, verifying,  and  filling  personnel  requests  depend  heavily 
on  personnel  authorization  data  in  TAADS. 
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(f)  Equipment  RequjsUlon.  The  procedures  for  requisi- 
tioning, verifying,  and  filling  the  Army  equipment  authorizations 
require  TAADS  as  a primary  data  source. 

Ig)  POMCUS  TAADS.  The  POMCUS  TAADS  process  identifies 
equipment  authorized  for  forward  deployment  in  Europe  so  that  this 
materiel  can  be  intensely  managed.  TAADS  is  the  basic  system  from 
which  POMCUS  TAADS  data  is  derived. 

b.  Interrelationship  of  Process.  The  three  functional  group- 
ings employed  in  paragraph  a.  above  and  the  seventeen  key  authori- 
zation management  processes  which  comprise  them  are  not  separate 
and  distinct  but  highly  interactive.  The  processes  which  guide 
change  activate  the  processes  which  document  change;  the  resultant 
documentation  is  used  by  a process  which  leads  to  the  promulgation 
of  refined  guidance.  The  seventeen  processes  span  a number  of 
functional  management  systems  (such  as  personnel  management),  many 
of  which  are  supported  or  facilitated  by  computer-based  manaaement 
information  systems  (MIS)  and  associated  data  banks.  A continuum 
of  functional  processes  may  be  represented,  as  in  Figure  2-1,  by  a 
circular  arrangement  with  each  component  dependent  on  the  other 
two.  To  provide  a broader  appreciation  of  how  the  three  func- 
tional processes  contribute  to  the  authorization  change  environ- 
ment, each  will  be  addressed  separately. 


Figure  2-1.  Authorization  Management  Continuum 
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2-4.  PROCESSES  WHICH  GUIDE  CHANGE.  The  frequency  with  which 
change  guidance  is  received  and  documented  at  MACOM  level  contri- 
butes directly  to  an  atmosphere  of  turbulence  at  the  unit  level. 
The  average  unit  in  the  Arn\y  had  6 documents  effective  for  FY  76. 
In  addition  to  the  seven  key  management  processes  for  providing 
change  guidance  identified  in  paragraph  2-3a(I),  informal  pro- 
cesses impose  authorization  change  guidance  at  MACOM  level— adding 
to  the  documentation  requirements  of  the  formal  change  guidance 
and  contributing  to  the  turbulence  of  the  unit.  The  turbulence  is 
caused  by  the  frequent  and  often  counterproductive  changes  to  the 
unit's  authorization  document.  The  following  subparagraphs  dis- 
cuss the  interrelationships  between  the  processes  and  volume  of 
change  inherent  in  the  various  guidance;  the  impact  in  the  field 
depends  upon  how  many  units  are  effected  by  each  particular  change 
(e.g.  a new  truck  may  be  authorized  to  10  or  100  different  units). 

a.  Formal  Change  Processes.  The  key  processes  for  guiding 
change  relate  to  logistics,  personnel,  doctrine  and  force  struc- 
ture. The  following  comments  address  these  topics  separately. 

(1)  Logi sties.  Logistics  related  changes  are  directed 
through  the  equipment  SB,  BOIP,  and  commercial  item  processes. 

Both  the  BOIP  and  commercial  items  guidance  update  TAADS  through 
the  semiannual  SB  update.  The  SB  updates  TAADS  directly  two  times 
a year  and  indirectly  twice  more  through  the  Consolidated  Change 
Table  (CCT)  updates.  BOIP  are  developed  as  part  of  equipment  life 
cycle  management.  The  BOIP  specifically  describes  what  units,  by 
type,  will  be  authorized  items  of  equipment  entering  the  Army  in- 
ventory. About  120  BOIPs  are  issued  per  year.  Additionally,  an 
average  of  400  items  of  new  equipment  are  type  classified  annu- 
ally, resulting  in  changes  to  the  SB.  During  calendar  year  1975, 
1346  LINs  were  added  to  the  SB,  3065  were  deleted,  and  886  were 
modified  for  a total  of  5296  LIN  changes.  Information  sampled 
during  1976  indicates  this  to  be  a representative  number. 

(2)  Personnel . Changes  related  to  personnel  guidance  are 
Introduced  into  TAADS  primarily  through  the  MOS  update  process. 

The  MOS  changes  are  published  in  February  and  August  and  enter 
TAADS  directly  (via  magnetic  tape)  and  through  the  CCT  prrocess  (as 
did  the  SB).  The  MOS  edit  tape  also  influences  the  ARPRINl  publi- 
cations. The  ARPRINT  affects  TAADS  directly  by  providing  training 
load  information  used  to  revise  TDAs  for  training  installations. 

In  1975,  the  MOS  update  process  added  16  new  MOS,  deleted  35,  and 
revised  137,  for  a total,  of  188  separate  MOS  changes.  In  calendar 
year  1976,  MOS  changes  were  quite  extensive  due  to  the  implementa- 
tion of  one-time,  major  revisions  in  both  officer  and  enlisted  MOS 
designations  (Revised  Officer  MOS  System  (ROMOSS)  and  Enlisted 
Personnel  Management  System  (EPMS)). 
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(3)  Doctrine.  Doctrinal  au1 dance  Is  reflected  In  TAADb  by 
publication  of  the  CCT.  The  CCT  Is  published  semiannually  to  dis- 
seminate like  and  concurrent  changes  applicable  to  a multiple  num- 
ber of  TOE;  subsequently,  MTOE  must  be  revised  to  reflect  the 
changes  in  the  base  TOE.  There  are  approximately  1100  type  TOE; 
and  5360  MTOE  In  VTAADS.  In  total,  the  March  and  September  1976 
CCT  provided  change  guidance  for  1Z17  TOE  (some  TOE  changed  In 
March  and  again  In  September)  and  49,000  lines  within  those  TOE. 
The  actual  number  of  lines  that  changed  In  MTOEs  would  be  a func- 
tion of  49,000  TOE  line  changes  and  the  appropriate  mix  of  the 
5,360  MTOE. 

(4)  Eorce  Structure.  Eorce  structure  guidance  Is  Imple- 
mented In  the  Arn\y  command  plan  or  troop  list  which  Is  maintained 
In  an  up-to-date  status  In  the  FAS.  FAS  Is  updated  by  the  MACOMs 
on  a monthly  basis,  resulting  In  changes  to  authorization  docu- 
ments . 

b.  Interrelationship  of  Change  Processes.  As  Indicated  In  the 
preceding  discussion,  the  formal  processes  which  provide  guidance 
for  changing  authorization  documents  are  Interrelated.  One  pro- 
cess can  have  a direct  and  Immediate  Influence  on  TAADS  data  and 
also  Impact  other  processes  which  Interface  TAADS.  The  relation- 
ships between  the  formal  guidance  processes  are  Illustrated  In 
Figure  Z-Z. 


Figure  2-Z.  Formal  Guidance  Processes  for  Authorization 
Document  Changes 
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c.  Informal  Change  Processes.  In  addition  to  the  impact  at 
unit  level  in  responding  to  the  multitude  of  changes  resuHing 
from  formal  processes,  turbulence  is  amplified  by  the  existence  of 
another  more  informal  means  of  directing  change.  The  informal 
channel  for  change  guidance  consists  of  the  uncontrolled  flow  of 
messages,  letters,  and  directives  from  HQDA  with  a "one-time" 
change  to  TAADS.  Also  considered  informal  in  nature  are  the  com- 
mand and  unit  initiated  changes  that  reflect  the  modification  of 
personnel  or  equipment  authorizations  to  meet  the  desires  or  needs 
of  the  MACOM  or  local  commanders. 

(1)  Based  on  data  collection  activities  in  the  study,  it  is 
estimated  that  the  changes  resulting  from  these  informal  processes 
amount  to  approximately  30^  of  all  annual  TAADS  changes.  Of  this 
30%,  some  75  to  80%  is  directed  from  HQDA  level.  About  8%  of  the 
annual  TAADS  changes  are  command  initiated.  An  additional  source  . 
of  turbulence  occurs  when  an  item  of  equipment  is  "force-issued," 
i.e.,  directed  by  a higher  authority  for  use  in  a unit  which  had 
not  requisitioned  it.  This  action  then  takes  place  on  an  excep- 
tion basis  and  does  not  allow  the  unit  the  normal  preparation  time 
to  modify  their  authorization  documents  prior  to  receipt  of  the 
equipment. 

(2)  The  informal  requirements  for  authorization  changes  are 
frequently  the  result  of  Army  management  or  policy  changes.  The 
following  list  reflects  the  examples  of  special  requirements  most 
frequently  encountered  during  the  MOC  Study  data  collection  ac- 
tivities. 

(a)  The  WAC  Expansion  Program  was  the  result  of  a deci- 
sion to  increase  the  number  of  WAC  interchangeable  positions  in 
the  Army.  This  action  resulted  in  the  detailed  analysis  and 
change  of  a multitude  of  TAADS  documents. 

(b)  Wheel s was  conducted  to  reduce  the  number  of  tactical 
wheeled  vehicles  in  the  Army.  This  produced  a proliferation  of 
MTOE  changes. 

(c)  SPANNER  was  a special  analysis  to  reduce  the  number  of 
tactical  radios,  resulting  in  changes  to  many  documents. 

(d)  EPMS  The  Enlisted  Personnel  Management  System,  was  a 
reevaluation  of  enlisted,  grade  structure  and  MOS  with  correspond- 
ing widespread  TAADS  changes. 

(e)  Civilianization  Program  converted  some  1U,UUU  enlisted 
spaces  to  civilian  positions.  This  action  necessitated  one-for- 
one  TAADS  changes  for  each  revised  space. 
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2-b»  DOCUMENTATION  OF  CHANCE.  TAAUS  Is  the  central  authorization 
management  process  for  the  Army.  This  automated  system  reflects 
how  the  field  Incorporates  virtually  every  decision  concerning 
personnel  and  equipment  Into  the  authorization  documents,  either 
MTOE  or  TDA.  The  TAADS  data  support  the  personnel  and  equipment 
asset  managers,  the  budget  program  developers,  and  the  force  plan- 
ners. As  Indicated  In  the  earlier  discussion  of  documentation, 
TAADS  Is  known  by  a slightly  different  name  at  each  command  level. 
Only  at  DA  Is  the  automated  system  called  TAAUS.  At  MACOM  level 
the  operational  counterpart  Is  VTAAUS,  and  at  Installation  level 
the  Identifier  Is  ITAAUS.  Figure  2-3  Indicates  the  communicative 
and  supportive  relationships  of  the  three  levels  of  ADP  systems 
for  authorization  management. 


Figure  2-3.  Authorization  Documents  ADP  Systems 


a.  Frequency  of  Documentation.  TAADS  Is  an  automated  data 
system  that  contains  the  basic  authorization  document  for  every 
unit  In  the  Afmy.  The  actual  document  Is  either  an  MTOE  or  TDA, 
depending  on  the  mission  of  the  organization.  With  the  advent  of 
VTAAUS  the  MACOMs  were  provided  with  an  automated  Information  sys- 
tem which  could  be  very  responsive  In  transferring  Information  to 
DA  on  the  Implementation  of  authorization  changes  and  from  DA  on 
the  approval  of  proposed  changes.  VTAAUS  Is  providing  monthly 
updates  to  DA  TAAUS  for  the  four  MACUMs  visited  In  the  study  (UAR- 
COM,  FORSCUM,  TRAUOC,  and  USAREUR). 

(1)  The  very  rapid  data  transfer  capability,  characteristic 
of  the  systems,  contributed  to  two  authorization  management  prob- 
lems. First,  the  frequency  of  authorization  changes  translates  to 
a documentation  workload  problem  at  the  MACUM  level  where  person- 
nel may  be  unable  to  respond  to  the  formal  guidance  processes. 

This  Is  complicated  by  periodic  bursts  of  one-time,  special  ac- 
tions which  routinely  require  the  MACUM  to  forego  working  on  the 
formal  changes.  Second,  the  frequency  of  the  documentation  of 
formal  and  Informal  changes  translates  Into  a workload  problem  at 
the  Implementation  end  of  the  TAADS  spectrum--the  un1t--where 
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personnel  may  be  unable  to  respond  to  the  frequent  authorization 
changes. 

(2)  Since  the  inception  of  TAADS,  improvement  efforts  have 
been  aimed  at  producing  a system  capable  of  recording  and  trans- 
mitting authorization  changes  on  a rapid  basis.  However,  it  is 
now  recognized  that  the  very  frequency  and  volume  of  change  made 
possible  through  the  use  of  TAADS  has  aggravated  the  turbulence  at 
unit  level.  The  frequency  and  proliferation  of  changes  in  TAADS 
indicated  above  made  it  difficult  for  the  field  to  generate 
timely,  quality  documents  to  support  the  needs  of  DA. 

b.  Role  of  TAADS.  The  information  in  TAADS  is  used  in  two 
capacities: 

(1)  TAADS  is  used  as  the  official  authorization  document  for 
every  unit  in  the  Army. 

(2)  TAADS  is  used  as  a data  source  for  planning,  programing,  • 
and  budgeting  at  HQDA. 

At  unit  level,  the  detailed  information  in  TAADS  is  used  to  requi- 
sition personnel  and  equipment.  The  same  level  of  detail  is  used 
by  the  DA  staff  to  generate  program  requirements.  To  function 
effectively  in  both  roles,  authorization  change  guidance  must  be 
promulgated  rapidly  to  the  field  and  the  changes  in  unit  documen- 
tation must  be  reported  quickly  to  DA  and  MACOMs.  In  addition  to 
providing  individual  units  with  the  authority  to  submit  personnel 
and  equipment  requisitions,  TAADS  information  is  also  disseminated 
to  the  various  organizations  responsible  for  validating  and 
filling  requisitions.  Therefore,  TAADS  serves  the  Army  personnel 
and  equipment  managers  as  a data  base  for  preparing  authorization 
validation  reports.  TAADS  is  also  used  by  HQDA  as  a management 
information  system  to  assist  in  forecasting  detailed  manpower  and 
equipment  program  requirements.  This  is  accomplished  by  combining 
data  in  TAADS  and  FAS  to  produce  the  logistics  and  personnel 
Structure  and  Composition  System  (SACS)  data  files.  The  PERSACS 
is  used  to  develop  the  Army's  training  and  recruiting  programs. 

The  LOGSACS  is  used  in  the  development  of  the  equipment  program  by 
projecting  the  IIQ  for  new  materiel;  the  IIQ  is  then  analyzed  and 
modified  to  provide  input  for  the  development  of  the  AAO. 

c.  Management  of  Change.  The  observation  on  the  dual  role  of 
TAADS  highlights  a problem  with  regard  to  how  quickly  authoriza- 
tion changes  should  be  documented  in  TAADS.  Changes  should  be 
documented  rapidly  in  order  to  provide  feedback  on  force,  personnel, 
and  equipment  policy  decisions;  this  can  involve  frequent  changes 

to  the  documents.  Yet,  it  is  equally  important  that  authorization 
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documents  be  sufficiently  stable  to  permit  the  requisitioning  pro- 
cesses to  work.  Thus,  the  management  of  change  becomes  an  Impor- 
tant consideration* 

2-6.  USE  OF  DOCUMENTATION.  The  detailed  Information  1n  TAADS  Is 
essential  for  Army  resource  planning  and  management  at  all  eche- 
lons. The  TAADS  data  Is  used  for  planning,  programing,  budgeting, 
procuring,  training,  and  distributing  personnel  and  equipment,  and 
Is  a basis  for  reporting  MTOE  unit  readiness.  These  uses  of  TAADS 
are  outlined  In  AR  310-49:  this  paragraph  addresses  the  processes 
that  use  TAADS  documentation.  The  processes  using  TAADS  (see 
Table  2-1)  are  the  PERSACS,  LOGSACS,  Training  Program,  IIQ/AAO, 
POMCUS  TAADS,  personnel  requisition  and  equipment  requisition  pro- 
cesses. Figure  2-4  displays  how  the  TAADS  information  supports 
each  of  these  processes  through  the  SACS.  Note  that  several  of  the 
processes  which  provide  change  guidance  also  are  Input  to  the  SACS 
processes;  this  Is  Indicative  of  the  Interrelationships  among  pro- 
cesses within  authorization  management.  The  only  additional  Input 
to  SACS  are  short  hand  notes  (SHN);  SHN  are  a technique  for  enter- 
ing adjustments  without  repeating  the  entire  SACS  process. 


Figure  2-4.  Use  of  TAADS 

a.  Primary  TAADS  Uses.  Among  the  primary  or  direct  uses  of 
TAAOS  are  the  PERSACS  and  LOGSACS  processes.  The  SACS  Is  a series 
of  computer  programs  to  combine  and  manipulate  force,  requirement, 
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and  authorization  data  to  project  equipment  and  personnel  require- 
ments. These  requirements  are  then  used  to  support  budgetary, 
requisition,  distribution,  and  training  activities.  These  latter 
four  activities  can  be  considered  secondary  uses  of  TAADS. 

b.  Secondary  TAADS  Uses.  The  secondary  uses  for  TAADS  infor- 
mation are  indicated  in  Figure  2-4  and  emanate  from  the  SACS  pro- 
cesses. These  indirect  uses  include  the  distribution  of  both  per- 
sonnel and  equipment,  the  training  program,  IIQ/AAO,  and  POMCUS 
TAADS. 

c.  Other  Uses.  In  addition  to  these  primary  and  secondary 
uses  of  TAADS  information,  the  documents  in  TAADS  are  used  for 
management  reports  which  assist  in  the  review  and  analysis  of  Army 
organizations.  Such  management  reviews  insure  that  the  personnel 
and  equipment  authorized  will  support  the  assigned  mission;  the 
information  also  supports  review  and  analysis  necessary  during 
manpower  and  equipment  surveys.  TAADS  documents  may  be  compared 
for  similar  units  to  determine  the  degree  of  standardization  be- 
tween these  units.  The  TAADS  data  also  serve  in  developing  mobil- 
ization and  contingency  plans. 

2-7.  AUTHORIZATION  MANAGEMENT  SUMMARY.  The  processes  which  pro- 
vide change  guidance,  document  the  changes,  and  use  the  documents 
form  a continuum  of  interdependent  activity.  The  information  pre- 
sented in  this  Chapter  on  the  processes  and  their  relationships 
are  summarized  graphically  in  Figure  2-5.  The  figure  presents  the 
linkages  between  the  key  authorization  management  processes  and 
ADP  systems,  in  relation  to  an  MTOE  or  TDA  unit,  and  depicts  the 
Army  system  of  authorization  management.  This  system  creates  the 
authorization  change  environment  which  surrounds  each  MTOE  and  TDA 
unit.  In  this  environment,  an  update  to  the  BOIP  can  generate 
updates  in  both  the  MOS  and  SB  processes.  The  changes  can  impact  a 
unit's  authorization,  requiring  updates  to  its  documents.  These 
in  turn,  effect  the  equipment  distribution  and  personnel  distribu- 
tion systems. 

a.  The  number  of  formal  processes  and  systems,  and  the  freq- 
uency with  which  guidance  is  promulgated  require  frequent  changes 
to  the  units'  authorization  documents.  The  issuance  of  change 
guidance  by  informal  processes  exacerbates  the  problem  and  adds  to 
the  turbulent  conditions  experienced  in  the  field.  The  informal 
processes  creating  change  and  contributing  to  turbulence  can  pos- 
sibly be  controlled  and  disciplined  through  command  procedures  and 
DA  discipline.  The  formal  processes,  however,  transcend  command 
lines  and  because  of  their  interrelationships  and  prescribed 
schedules  require  a detailed  systematic  analysis. 
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b.  The  conditions  which  contribute  to  turbulence  associated 
with  the  17  formal  authorization  management  processes  involve  the 
time  duration  to  complete  each  process,  the  frequency  with  which 
each  process  occurs,  and  the  schedule  of  those  occurrences.  Se- 
quencing or  scheduling  problems  can  occur  Intraprocess  (i.e.,  with 
the  activities  comprising  a process)  and  interprocess  (i.e.,  with 
the  synchronization  of  the  17  processes  of  the  authorization  man- 
agement system).  Any  attempt  to  reduce  turbulence  must  address 
the  times,  frequencies,  and  schedules  of  authorization  management. 

c.  The  summarization  depicted  in  Figure  2-ij  shows  that  the 
management  processes  are  linked  within  the  context  of  an  overall 
authorization  management  system.  This  overall  management  system 
is  amenable  to  analytical  investigation  if  each  process  can  be 
defined  in  terms  of  its  component  activities  and  if  the  linkages 
to  other  processes  can  be  specified.  The  objective  of  such  an 
analysis  would  be  to  Identify  major  contributors  to  turbulence  and 
investigate  ways  to  attenuate  it  through  changes  in  the  times, 
frequencies,  or  schedules  of  activities  or  events.  The  methodol- 
ogy established  to  accomplish  this  analysis  is  presented  in 
Chapter  3. 


CAA-SR-77-7 


CHAPTER  3 

methodology 


3-1.  BACKGROUND  AND  PROBLEM  ORIENTATION.  Management  of  Army  au- 
thorization change  Is  supported  py  a complex  of  management  sys- 
tems. As  Indicated  In  Chapter  2,  TAADS  serves  a multiple  role  In 
the  authorization  change  environment  as  a communication  medium, 
transaction  change  mechanism,  documentation  device  and  data  bank. 

Importantly,  the  seventeen  key  management  processes  described  In 
Chapter  2 span  a number  of  formal,  official  Army  management  sys- 
tems. Preliminary  Investigative  work  In  the  MOC  study  Identified 
and  Illuminated  these  key  management  processes  as  appropriate  ob- 
jects for  detailed  analysl s--w1 th  principal  emphasis  on  reduction 
of  turbulence  caused  by  authorization  changes.  As  a further  con- 
sequence of  preliminary  analysis  of  the  Army  authorizatloh  change 
environment,  quantitative  variables  such  as:  frequency  of  change, 

time  and  schedule  factors  In  accomplishing  change  procedures,  and 
volume  of  change  transactions  surfaced  as  Important  causal  aspects 
of  turbulence. 

a.  Building  on  results  of  the  fundamental  review  work  de- 
scribed In  the  previous  Chapter,  MOC  methodology  development  was 
directed  to  the  formulation  of  qualitative  and  quantitative  ana- 
lytic approaches  to  address  management  Issues  and  key  problem 
variables  observed  In  the  authorization  change  environment.  Con- 
comitantly, a specific  methodological  requirement  was  Identified 
for  a detailed  logical  structure  1n  which  to  view,  examine,  and 
assess  the  seventeen  key  processes. 

b.  This  chapter  describes  and  traces  the  MOC  study  methodology 

through  the  Investigative,  development  and  application  phases, 
highlighting  the  major  analytic  elements  which  led  to  prescriptive 
measures  for  dealing  with  turbulence  caused  by  authorization 
change.  Figure  3-1  diagrams  in  general  form  the  principal  ana- 
lytic constituents  and  activities  of  that  methodology;  Chapter 
and/or  Appendix  references  are  annotated  at  each  block  of  the  dia- 
gram to  facilitate  correlation  of  report  Information  with  the 
methodology  flow.  i 
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3-2.  FUNCTIONAL  AND  gUALlTATIVE  CONSIDERATIONS  OF  METHODOLOGY 
DEVELOPMENT.  Investigative  and  problem  definition  work  consti- 
tuted the  Initial  methodological  venture  to  explore  the  MOC  prob- 
lem space--the  Arn\y  authorization  management  change  environment. 
Investigative  and  definitional  procedures  Included  field  visits, 
personal  Interviews,  document  reviews  and  data  collection  tasks 
Incident  to  MOC  study  objectives.  Concurrently,  construction  of  a 
central  data  set  was  Initiated  to  support  subsequent  methodology 
development  and  analysis.  Management  systems,  related  key  manage- 
ment processes  and  specific  procedural  activities  associated  with 
authorization  change  Army-wide  were  reviewed  In  detail  to  Identify 
Important  functional  aspects  of  the  Army's  current  change  proce- 
dures. Symptoms  of  turbulence  (e.g.,  late  completion  of  TAADS 
updates)  were  Identified  along  with  certain  qualitative  causes 
(e.g.,  insufficient  manpower  resources  to  meet  change  schedule 
requirements).  Chapter  4 details  several  problems  and  related 
qualitative  prescriptions  developed  during  this  Investigative/ 
definitional  portion  of  the  study. 

a.  Pivotal  In  MOC  methodology  development  was  the  selection  of 
specific  key  management  processes  for  detailed  qualitative  and 
quantitative  analysis  (see  Chapter  2,  Table  2-1).  Investigative 
analysis  revealed  the  criticality  of  these  processes  in  the  pat- 
tern of  authorization  change  activity  spanning  Army  hierarchical 
levels  from  HgDA  to  small  units.  Therefore,  their  selection  pro- 
vided an  important  foundation  for  further  methodology  development 
and  analysis  of  Arti\y-w1de  authorization  change. 

b.  Structurally,  each  of  the  key  management  processes  consists 
of  a number  of  events  and  activities  which  interconnect  to  form 
procedural  paths  over  which  authorization  change  transactions 
transit  to  be  acted  upon  and  documented.  TAADS  Is  the  means  of 
communication  of  data  related  to  authorization  changes.  Inter- 
faces and  common  linkages  exist  between  and  among  the  seventeen 
processes,  based  on  common  events,  schedules  and/or  types  of  ac- 
tivities. Multiple  process  Interactions  often  occur  In  conjunc- 
tion with  PPBS  milestones  resulting  in  authorization  changes 
(e.g.,  unit  type  conversions)  across  the  Army.  Therefore,  syn- 
chronization of  event  schedules  for  Individual  or  combined  manage- 
ment processes  Is  a paramount  requirement  for  adherence  to  cyclic 
PPBS  requirements. 

c.  The  complexity  of  the  Individual  processes  and  the  richness 
with  which  they  Interact  pose  particular  challenges  in  detecting. 
Identifying  and  measuring  quantitatively  the  causes  and  effects  of 
change-driven  turbulence  (occurring  as  a consequence  of  the  pro- 
cesses). In  this  regard,  a critical  methodological  requirement 
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emerged  for  a systematic  structure  In  which  to  analyze  and  evalu- 
ate in  detail  the  selected  processes,  their  constituents  and  their 
interactions.  As  an  initial  step  in  building  such  an  analytic 
structure,  the  management  processes  were  modeled  descriptively 
through  construction  of  flow  diagrams  depicting  component  events 
and  activities.  The  resulting  diagrams  (models)  established  a 
baseline  of  functional  and  qualitative  information  (e.g.,  exis- 
tence and  interrelationships  of  process  events,  activities).  Con- 
struction of  the  descriptive  models  involved  an  iterative  quality 
assurance  sequence  resulting  in  progressive  refinement  of  informa- 
tion for  the  flow  diagrams.  A complete  display  of  the  seventeen 
functional  management  process-descriptive  models  is  presented  in 
Appendix  D. 

3-3.  METHODOLOGY  CONSIDERATIONS  FOR  QUANTITATIVE  ANALYSIS.  In 
conjunction  with  the  descriptive  modeling  work  described  above,  a 
detailed  investigation  was  required  to  define  types  of  quantita- 
tive factors--frequency  of  events,  activities;  activity/event 
schedules;  activity  performance  time  (duration)  requirements;  num- 
ber of  interactions;  transaction  of  volume  workload--associated 
with  the  selected  management  processes.  This  analysis  highlighted 
the  Importance  and  pervasiveness  of  time  and  schedule  interdepen- 
dencies among  the  critical  components  of  all  processes.  Based 
upon  these  findings,  time  and  schedule  considerations  became  pre- 
dominant as  quantitative  measurement  criteria  for  MOC  methodology. 
LOther  change-related  factors  such  as  frequency  and  volume  (work- 
load) were  treated  in  MOC  analysis;  however,  time  and  schedule 
factors  were  selected  as  principal  quantitative  measurement  and 
analysis  criteria]. 

a.  For  methodological  purposes  in  the  MOC  study,  scheduling 
considerations  center  on  frequency  (e.g.,  times  per  year)  of  oc- 
currence for  events  or  activities  and  on  calendar  date  (or  process 
milestone  date)  of  activity  start  or  completion.  Analytic  focus 
on  time  criteria  therefore  involves  uetermining  the  required  time 
to  perform  a given  activity  within  a selected  process.  The  aoil- 
ity  of  Army  organizations  to  meet  activity  or  event  schedules  is 
largely  dependent  on  the  time  allowed  in  the  authorization  change 
management  processes.  This  is  a particularly  critical  considera- 
tion since  missed  schedules  contribute  to  the  atmosphere  of  turbu- 
1 ence. 

b.  Consistent  with  time  and  schedule  dependencies,  findings 
concerning  MOC  study  data  activities  involved  collection  of  de- 
tailed event  (schedule)  data  and  activity  performance  (time)  data. 
Data  sources  Included  functional  organizations  and  personnel 
throughout  the  Army  qualified  to  provide  schedule  and  time  esti- 
mates for  activities  within  the  management  processes  based  upon 
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actual  experience.  Activity  duration  estimates  represent  expected 
(elapsed)  time  values  In  the  current  Army  authorization  management 
environment.  Schedule  data  consist  of  a mix  of  officially  regu- 
lated event  dates  and  times  associated  with  the  management  pro- 
cesses. Data  acquisition  procedures  required  quality  assurance 
Iterations  for  data  refinement  and  verification. 

3-4.  USE  OF  NETWORK  THEORY.  Functionally,  the  selected  key  Army 
management  processes  discussed  in  Chapter  1 incorporate  the  time 
and  schedule  variables  which  are  driving  factors  In  authorization 
change-related  turbulence.  Technically,  these  processes  exhibit 
specific  activity  or  event  orientations  and  time-dependent  pro- 
perties which  render  them  amenable  to  rigorous  analytical  treat- 
ment based  on  principles  of  network  theory.  Building  on  function- 
ally oriented  flow  diagram  models  of  the  seventeen  selected  man- 
agement processes,  technically  oriented  network  formulations  were 
derived.  These  network  formulations  provide  a highly  structured 
descriptive  and  quantitative  means  to  analyze,  illuminate  and  as- 
sess authorization  change  problem  variables  and  interactions. 

Most  importantly,  for  MOC  analysis,  an  operational  network  metho- 
dology offers  a capability  to  postulate  and  evaluate,  quantita- 
tively, the  consequences  of  alternative  activity  and  event  sched- 
ules (e.g.,  earlier  start  of  selected  events),  and  differing  ac- 
tivity performance  times  (e.g.,  reduced  time  to  perform  authoriza- 
tion management  activities  of  a given  type).  The  following  sub- 
paragraphs  discuss  major  methodology  considerations  in  transform- 
ing the  functional  Information  developed  in  the  investigative  and 
definitional  portions  of  the  study  into  technical  network  con- 
structs to  support  the  quantitative  analysis  upon  which  principal 
results  and  findirigs  are  oased. 

a.  Networks.  A network  (or  linear  graph)  is  a mathematical 
abstraction  from  the  real  world  in  which  certain  points  (or  nodes) 
are  connected  by  lines  (or  arcs),  ((generally,  the  network  concept 
Includes  a flow  of  materiel  through  the  nodes  and  arcs).*  The 
functional  management  processes  selected  for  MOC  analysis  exhibit 
properties  which  are  generally  relatable  to  a generic  class  of 
network  models  called  activity  networks.**  As  previously 


*Cooper,  Leon,  and  D.  Steinberg,  Introduction  to  Methods  of 
Optimization,  W.B.  Saunders  Company,  Philadelphia,  197u. 

**Price,  W.L.,  (iraphs  and  Networks  - An  I ntroduction,  Auerbach 
Publishers,  Inc.,  PrTneeton,  N.J.7  1971. 
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Indicated,  authorization  change  schedules,  time  durations,  and 
frequencies  are  contributory  factors  In  turbulence.  To  provide 
specific  Insights  into  the  causa!  relationships,  temporal  analy- 
sis^ of  activity  networks  for  the  selected  management  processes  Is 
a tractable  method  of  providing  direct  quantitative  Information 
concerning  time  delays,  Intra-  and  Inter-process  synchronization 
problems,  and  sequencing  or  scheduling  difficulties  which  lead  to 
turbulence  In  Arn\y  organizations.  Moreover,  such  analysis  pro- 
vides a basis  for  nominating  and  test1ng--1n  technical  network 
form--al ternative  process  times  and  schedules  for  ultimate  func- 
tional application  In  reducing  turbulence. 

b.  Terminology.  Time/schedule  activity  network  modeling  of 
functional  processes  (such  as  those  selected  for  MOC  analysis) 
required  terminology,  symoology,  and  conventions  which  establish  a 
basic  discipline  for  network  formulations. 

(1)  In  targeting  the  MOC  network  formulation  to  Army  au- 
thorization change  management  processes,  several  applicable  terms 
and  definitions  are  tabulated  In  Table  3-1. 

iZ)  Fundamental  requirements**  for  construction  of  time-de- 
pendent  activity/event  schedule  networks  Include*. 

(a)  Specification  of  activities  and  events  which  consti- 
tutes each  network.  LFor  MOC  networks,  the  original  functional 
flow  diagrams  (see  Appendix  D)  provide  a ready  basis  for  satisfy- 
ing this  requirement]. 

(b)  Uefinitlon  of  linkages  of  events  and  activities  to 
reflect  Interdependencies  among  events. 

(c)  Estimation  of  time  required  for  each  activity  (if  fea- 
sible, Includes  statement  of  uncertainty). 

To  extend  such  fundamental  requirements  to  MOC  network  construc- 
tion, Table  3-2  contains  a list  of  building  blocks  to  accentuate 
the  component  elements  and  actions  In  network  composition. 


*baker,  Kenneth  R.,  Introduction  to  Sequencing  and  Scheduling, 
John  Wiley  a Sons,  Inc.,  New  York,  1474. 

**ureene,  James  H.,  Operations  Planning  and  Control,  Richard  0. 
Irvin,  Inc.,  Homewood,  iL,  lyfa7. 
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Table  3-1.  Terms 

and  Definitions 

Tent 

Symbol 

Definition 

Example  In  MOC  Context 

Act(*Uy 

XX 

Rtpreients  wrk  being  done. 

(ARC) 

Has  an  associated  time  dura- 
tion fro*  start  to  finish. 

■ Activity  3-A  starts 

QDCSOPS  prep  ^VSat  event  3 and  stops 

Event 

o 

(Node) 

The  beginning  or  end  of  one 
or  more  activities.  An  ob- 
ject1ve»  an  accomplishment 
or  start  point. 

force  in  5ArS  VJ/at  evant  4.  (See 

PERSACS,  Appendix  D) 

Network 

(Veb) 

An  ordered  sequence  of 
activities  and  events  which 
represent  a functional  pro- 
cess. 

the  diagrams  in  Appendix  D Illustrate  com- 
pleted networks  as  defined  for  the  MOC 
study. 

Time 

<‘e) 

The  basic  quantifier  for  The  time  estimate  for 

measuring  MOC  activities.  _ (4)  activity  4-5  is  4 days. 

Refers  to  most  likely  time.  ^7^  OOCSOPS  oreo  tSee  PERSACS.  Appendix  0) 

I.e..  most  frequently  occur-  V.  J force  In  sAcS  \ / 
ring  time  to  accomplish  an 
activity. 

Milestone 

N/A 

Network  events  of  major 
Importance  with  a specific 
date  constraint. 

TRADOC  Event  21  must  be  coraoleted 

Vly  PufclUhes  Vi!/  5 Mar  A 5 Sep.  (See  MOS 
CCT  Updates  Appendix  D) 

Pnocejs 

N/A 

A series  of  events  and 
activities.  MOC  networks 
describe  each  specific 
process. 

(See  Chapter  2 and  Appendix  D) 

Environment 

N/A 

The  collection  of  processes 
In  MOC  which  combine  to  form 
the  authorljation  management 
environment. 

The  TAADS  Documentation  network,  as 
described  in  Appendix  Dg  forms  the 
core  for  linking  the  other  processes 
to  font!  the  total  environment. 

Table  3-2.  Network  Building  Blocks 

• Collection  of  existing  information  on  current  management 
processes  (functional  and  temporal). 

• Selection  and  identification  of  milestone  events  and 
activity  designations. 

• Sequencing  of  interim  events  and  activities  and  establish- 
ment of  interrelations  so  that  a network  is  developed  to  depict 

a logical  progression  to  completion  of  a process. 

• Detailed  refinement  of  time  estimates  required  to  complete 
the  activities  defined  by  starting  and  ending  events. 

• Correlation  of  Information  on  processes  in  order  to  for- 
mulate Interprocess  linkages. 
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(3)  In  addition  to  the  foregoing  considerations  of  network 
building,  the  following  specific  composition  rules*  apply  for  the 
MOC  Study. 

(a)  All  activity  paths  leading  to  an  event  must  be  com- 
pleted before  that  event  can  occur. 

(b)  No  activity  can  start  until  Its  originating  event  has 
occurred. 

(c)  Each  event  Is  unique  and  cannot  supersede  Itself. 

(4)  Network  diagram  conventions  for  MOC  Include  the  follow- 

1 ng: 

(a)  Activities  (In  each  management  process)  are  repre- 
sented by  network  arcs  (line  connections  between  events). 

(b)  Events  are  represented  by  networks  nodes,  (numbered 
circles) 

(c)  Network  flow  proceeds  from  left  to  right  (no  arrow- 
heads required) 

(d)  Condensed  descriptive  narrative  is  annotated  for  each 
activity. 

1.  Organizational  responsibilities  are  Indicated. 

Nature  of  activity  Is  described. 

(e)  Numeric  time  entries  define  the  number  of  days  re- 
quired to  perform  an  Indicated  activity. 


*Trahan,  Michael  T.,  "The  Completion  Time  of  PERT  Networks", 
Operations  Research,  Vol . 2b,  No.  1,  pp.  lb-2y,  1977. 
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c.  Computational  Requirements.  Construction  of  detailed  ac- 
tivity networks  1n  accordance  with  the  rules  and  conventions  de- 
scribed above  provides  a rigorous  and  disciplined  set  of  models  of 
the  key  authorization  management  processes.  (See  Appendix  D).  To 
apply  these  network  models  In  analysis  of  the  management  processes 
which  they  represent,  operational  and  computational  capabilities 
ire  required  to  develop  and  provide  quantitative  data  on  the  ef- 
fects of  current  and  alternative  process  sequences  and  schedules, 
activity  time  durations  and  frequencies.  Information  In  Table  3-3 
specifies  the  types  of  computational  capabilities  required  to  sup- 
port MUC  network  analysis. 

d.  Network  Analysis.  The  analytic  requirements  and  corre- 
sponding operational  and  computational  capabilities  defined  above 
indicate  the  specific  methodological  orientation,  scope  and  com- 
plexity of  quantitative  approaches  needed  to  address  causal  fac- 
tors in  change-driven  turbulence.  Of  particular  importance  are 
responsive  computational  and  operational  techniques  for  use  In 
formulating  explicit,  prescriptive  alternatives  to  current  Army 
authorization  mangement  processes.  The  activity  or  event  orienta- 
tion of  MCJC  networks  and  the  time-dependent  scheduling  and  syn- 
chronization problems  inherent  in  authorization  change  management, 
signal  the  need  for  the  specific  types  of  analysis  prescribed  in 
Table  3-3.  A discussion  of  network  analysis  concepts  and  tech- 
niques wnich  offer  requisite  capabilities  for  MOC  analysis  is 
offered  below. 

(1)  Generally,  developments  In  network  theoretic  problem 
solving  concepts  and  associated  computational  methods  have  kept 
pace  with  the  need  for  knowledge  and  application  techniques  in  the 
Implementation  and  use  of  network-based  methodologies*.  Relevant 
to  the  MOC  study,  many  sequencing  and  scheduling  investigations 
can  be  analyzed  as  problems  In  network  (and  graph)  theory.**  Fur- 
ther, problems  of  the  nature,  scope,  and  scale  associated  with 
Army  authorization  change  processes  are  computational ly  tractable 
with  currently  available  solution  methods  and  operational 
tools.*** 


‘Price,  Op. Lit. 

**Price,  Ibid. 

***Price,  Ibid.;  baker,  Op.Ci t. 


3-10 


CAA-SR-77-7 

Table  3-3.  MOC  Study  Analytic  Requirements  and  Capabilities 


MOC  Analytic  Requiremtnt 

Operational /Computational  Capability 

Coatnents 

1 Detailed  Activity  Time  Antlyal* 

•a  Assessment  of  alternate 
activity  durations  to  reduce 
turbulence. 

aa  Detetmlnatlon  of  total 

(longest)  time  td  completion 
of  process  (network). 

aa  Identification  of  particular 
activities  on  wHicn  process 
duration  depends. 

1 Responsive  (e.g.i  once  per  day) 
facility  to  def1n#i  test  and 
evaluate  alternative  networks 
with  different  time  durations  for 
selected  actlvlilta. 

M Ability  to  supply  Infomnetlofl 
on  process  duration  time. 

ee  Ability  to  provide  data  to 
Mortify  and  trice  individual 
activities  on  longest  comple- 
tion path. 

1 Each  activity  In  processes 
(networks)  has  comnon  quan- 
tification base--t1me  fn 
days. 

1 Scheduling  Analysis 

1 Pacility  to  relate  Individual 
events  to  specific  calendar  dates. 

1 Ability  to  define,  test  and 
evaluate  alternative  networks 
with  set  milestone  dates  for 
certain  events. 

1 Ability  to  set  a single  start 
date,  finish  date  or  Interim 
event  completion  date  and  compute 
changes  to  entire  schedule  of 
events 

1 Beginning  or  ending  dates 
for  authorization  manaoe- 
ment  activities  and  pro- 
cesses are  often  officially 
regulated. 

1 Analysis  of  Event  Sequencing 

• Ability  to  specify  sequentlit 
dependencies  within  a process 
(network)  to  represent  progres- 
sion from  network  start  to 
finish. 

• Responsive  facility  to  modify 
event  seauences  and  to  test 
and  evaluate  results. 

1 Ability  to  supply  deMlled 
Infometlon  on  alternative 
event  seouenclno  effects  on 
process  accomplishment. 

1 Within  and  among  functional 
processes,  activity  perform- 
ance depends  on  completion 
of  one  or  more  prior  ones. 

• Synchronization  and  Timing 
Analysis 

1 Ability  to  Identify  synchroniza- 
tion reqtiirements  1e  g.  , simul- 
taneous events;  timinq  of 
critical  completion  dates)  with- 
in and  anono  processes  (networka). 

1 Responsive  farility  to  define, 
test  and  evaluate  alternative 
synchronization  schemes  through 
network  modifiratinn  and  analysis 

1 When  events/adlvlf len 
occur  si"Hiltanenusly  or 
are  coiwnon  to  more  tr»»i 
one  iuthoriznt inn  process, 
timing  analysis  Is  particu- 
larly fmnor*an*  tn  sssrss 
Irtenprorw^s  »vnnt  svnin>on 
Izatlon 

• Multiple  Process  Interaction 
Af.a lysis  (Includes  types  of 
analysis  listed  above) 

1 Ability  (an^f  capacity)  to  romhlne 
all  processes  in  network  for*  wUh 
all  associafpd  time  and  relational 
properties  treated  e«p11rit.ly  and 
In  individual  data  1 1 . 

• Responsf'-e  facility  to  modify,  test, 
compute  results,  and  evaluate 
iUernative  network  conf iguratlons 
represent  Inn  Interprocess  linkages 

1 Natural  conseuuenc*  pf  n».ed 
for  analysis  pf  overall 
Authorization  Wj|naom*ienf 
Environment  (fhepTer  ?' 

1 Involves  assimilation  and 
solution  of  large  scale 
network  problar-  whffh  is 
menamble  wUMn  computer 

appliratlons  state-of  the  s** 
(Appendli  f ) . 

1 Ohservatlon,  Inspection  of 

Process  Structures,  and  Component 
Times  in  Graphical  form 

1 Rapid  facility  (e.o.,  one  per  day) 
to  rnmpose  (draw)  network  dlagrew 
for  each  alternative  derived  from 
types  of  analyses  and  related 
operations  and  computations 
described  above 

1 IhvoUei  automatic  pint*ing 
capability  which  ran  acc'vno- 
date  large  scale  n^tw'  *k 
dliqrama  (Apper'flk  n 
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(2)  Of  significance  In  the  MOC  study  Is  the  ability  of  such 
tools  to  supply  Information  about  the  length  of  time  Involved  In  a 
management  process  (network)  and  about  the  particular  activities 
on  which  the  process  duration  depends.  Operational  tools  for  com- 
plex, large-scale  network  problem  solution  are  characteristically 
embodied  In  computer-based  applications  programs  or  utility  soft- 
ware packages  which  are  documented  and  readily  available  In  the 
automatic  data  processing  (ADP)  marketplace.*  Analytic  require- 
ments of  the  nature  prescribed  In  Table  3-3  define  the  specific 
properties  and  capabilities  of  the  operational  tools  needed  for 
MOC  network  analysis.  Appendix  E presents  a detailed  discussion 
of  the  automated  capability  acquired  to  provide  computer-aided 
support  for  MOC  network  analysis  . In  this  regard,  features  of 
major  significance  In  MOC  methodology  application  are: 

(a)  Readily  achieved  operational  status  on  the  CAA  comput- 
ing system. 

(b)  User-oriented  formats  to  facilitate  digitization  of 
the  network  data. 

(c)  Automated  operational  procedures  and  computational 
algorithms  which  satisfy  specific  MOC  network  analysis  needs  and 
provide  detailed  quantitative  data  on  alternative  problem  ap- 
proaches. (Reference  Table  3-3). 

(d)  Computer-based  graphics  capabilities  which  produce 
network  diagrams  rapidly  and  automatically  based  on  alternative 
solutions  derived  from  MOC  prescriptive  analyses. 

In  these  particular  areas,  the  specific  features  of  the  UNIVAC 
OPTIMA  1100  network  analyzer  and  related  computer  graphics  cap- 
abilities are  described  In  Appendix  E. 


*l3aker,  Op.CIt. 
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3-5.  APPLICATION  OF  THE  METHOOOLOOY.  The  preceding  discussion 
covered  major  considerations,  issues  and  approaches  concerning  MOC 
study  methodology  development.  The  resulting  technical  network 
models  of  selected  key  authorization  management  processes,  along 
with  related  solution  techniques  and  operational  tools,  form  the 
analytic  base  for  application  of  the  methodology  to  develop  pre- 
scriptive alternatives  to  the  current  authorization  change  envi- 
ronment. Blocks  13  through  17  of  Figure  3-1  depict  the  major  pro- 
cedural and  data  flows  attendant  to  methodology  application.  Cen- 
tral to  MOC  study  methodology  application  and  the  derivation  of 
study  results  is  the  combined  use  of  manual  quantitative  analysis 
procedures  in  concert  with  the  computer-based  network  solution 
tool  acquired  to  aid  the  analytic  effort.  As  shown  in  the  Figure 
3-1,  the  principal  facets  of  application,  network  solution,  and 
prescription  are  covered  in  Chapter  5 and  Appendix  0. 

3-b.  SUMMARY.  To  address  Army-wide  turbulence  caused  by  authori- 
zation changes,  a quantitative  methodology  was  developed  to  deal 
with  selected  key  management  processes  and  related  activities, 
events,  and  their  time-dependent  relationships.  Fundamental  to 
MOC  study  methodology  development  is  the  transformation  of  func- 
tional process  structures  related  to  authorization  changes  into 
technical  network  constructs  which  are  analytically,  computation- 
ally, and  operationally  tractable  for  diagnostic  and  prescriptive 
efforts  to  reduce  turbulence  in  the  authorization  change  environ- 
ment. The  network  models  developed  in  this  study  are  building 
blocks  for  derivation  of  alternative  authorization  change  activity 
and  event  schedules,  sequences,  and  frequencies  which  are  causal 
Influences  in  turbulence.  Methodologically,  the  MOC  study  per- 
forms a temporal  analysis  of  deterministic  networks  with  constant 
activity  durations.  Analytically  and  operationally,  this  method 
supports  formulation  and  quantitative  assessment  of  prescriptive 
alternatives  by  which  to  control  the  authorization  management 
system. 
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4-1.  IDENTIFICATION  OF  REQUIREMENT.  In  developing  and  refining 
the  network  diagrams  for  each  of  the  selected  authorization  man- 
agement processes,  a number  of  turbulence-causing  factors  were 
Illuminated  In  the  current  procedures.  These  factors  Involved 
time  delays,  disconnects  between  related  processes,  or  a lack  of 
synchronization  within  the  overall  authorization  management  sys- 
tem. It  also  was  observed  that  a lack  of  coordination  when  chang- 
ing Individual  management  processes  contributed  to  the  generation 
of  these  problems.  That  Is,  changes  made  to  Improve  one  process 
could  have  an  adverse  or  counterproductive  Impact  on  one  or  more 
of  the  other  processes.  Most  of  the  problem  areas  were  discovered 
when  attempts  were  made  to  model  the  linkage  of  one  activity  to 
another  (within  a process)  or  one  process  to  another.  Since  In- 
herent In  the  MOC  study  methodology  was  the  ability  to  analyze 
authorization  management  processes  In  combination,  prescriptive 
measures  could  be  nominated  to  Improve  the  management  of  one  pro- 
cess without  Incurring  a negative  Impact  on  other  processes.  The 
prescriptions  transcend  both  processes  and  commands,  and  are  In- 
tended to  enhance  the  efficiency  of  the  current  authorization  man- 
agement system.  The  Issues  or  problem  areas  may  be  characterized 
by  the  factors  which  contribute  to  the  turbulence: 

a.  Time  delays 

b.  Disconnects  between  related  processes.  ' 

c.  Lack  of  synchronization. 

Individual  problems  for  which  prescriptions  have  been  developed 
are  discussed  In  this  chapter.  The  format  Includes  a problem 
statement,  a discussion  of  the  cause  and  effect  of  the  problem, 
the  nominated  prescription,  and  the  expected  Impact  of  fulfilling 
that  prescription.  The  chapter  concludes  with  a series  of  Tables 
summarizing  the  problems  and  their  associated  prescriptions. 

4-2.  TIME  DELAY  PROBLEMS.  Three  Issues  which  may  be  character- 
ized as  time  delay  problems  were  Illuminated. 

a.  DESCQM  Affects  Valid  Equipment  Requisitions  Rejected  by 
NICP.  this  problem  and  the  two  that  follow  are  Identical.  The 
proposed  solution  to  the  problem  requires  actions  by  three  differ- 
ent organizations.  In  this  paragraph,  the  prescription  focuses  on 
DESCOM. 


1 


(1)  Cause.  The  National  Inventory  Control  Points  (NICP)* 
use  a report  furnished  by  UESCOM**  to  validate  whether  a unit  is 
authorized  a particular  item  of  equipment.  If  an  Nl'CP  commodity 
manager  cannot  determine  from  the  DESCOM  H-53U  validation  report 
that  the  unit  is  authorized  the  equipment,  then  the  Equipment  Au- 
thorization Review  Activity  (EARA),  a DARCOM  component,  must  be 
queried.  If  EARA  cannot  substantiate  the  authorization,  the  req- 
uisition is  rejected  and  returned  to  the  installation. 

(a)  The  problem  occurs  because  the  H-53U  validation  re- 
ports used  by  the  NICP  are  not  always  current  resulting  in  numer- 
ous queries  being  made  to  EARA. 

(b)  Contributing  to  this  difficulty  is  the  preparation 
time  associated  with  the  DESCOM  validation  reports.  DESCOM  takes 
approximately  three  weeks  after  receiving  the  LOGSACS  from  DA  to 
produce  an  H-53U  validation  product  in  magnetic  tape  form.  Tapes 
must  then  be  sent  to  each  of  the  NICPs  and  a number  of  other  users 
of  the  Information.  The  tapes  then  must  be  processed  at  the  NICP 
and  hardcopy  printouts  prepared  for  each  of  the  individual  item 
managers.  All  of  this  takes  time  and  adversely  affects  the  cur- 
rency of  the  information  in  the  equipment  validation  products. 

(c)  Even  if  the  preparation  and  distribution  time  for  the 
validation  product  can  be  reduced  substantially,  the  report  will 
only  be  *s  current  as  the  LOGSACS  from  which  DESCOM  produces  the 
H-53U.  In  June  1976  the  LOGSACS  was  not  prepared  and  the  next 
LOGSACS,  in  September,  was  not  validated. 

{Z)  Effect.  NICPs  have  been  required  to  coordinate  exten- 
sively with  EARA  and  with  each  MACOM  in  an  effort  to  avoid  reject- 
ing the  requisition.  Such  efforts  are  time  consuming  and  not  nec- 
essarily sufficient  to  validate  a request. 

(a)  Some  NICPs  are  reluctant  to  contact  EARA  continually 
with  validation  requests  and  have  therefore  rejected  requisitions 
when  authorization  could  not  be  established  using  an  H-530  valida- 
tion product. 


*The  NICP  are  being  reorganized  into  Materiel  Readiness  Com- 
mands (MRC). 

**The  DESCOM  validation  report,  commonly  referred  to  as  the 
H-b3U,  is  a component  of  the  Major  Item  Distribution  Plan  (MIDP) 
entitled  "Detailed  Authorizations  with  Totals  and  Factors". 


CAA-SR-77-7 


(b)  In  some  cases,  the  NICP  Item  manager  does  attempt  to 
contact  the  appropriate  MACOM  item  manager  to  ascertain  the  au- 
thority for  the  requisition. 

(c)  Some  requisitions  are  returned  without  contacting  the 
MACOM  simply  because  the  NiCP  could  not  identify  the  requesting 
unit  through  the  H-53U.  Ultimately,  the  effect  is  felt  by  the 
units  who  cannot  understand  how  a requisition  for  an  authorized 
item  of  equipment,  approved  by  their  headquarters,  could  be  re- 
jected by  the  activity  responsible  for  supplying  that  equipment. 

(3)  Prescription.  The  preparation  time  of  the  UESCOM  vali- 
dation report  should  be  reduced  while  its  frequency  is  increased. 
These  actions  may  improve  the  validation  process.  The  H-530  vali- 
datioh  product  will  reflect  more  accurately  the  current  unit  and 
its  authorizations  thus  reducing  the  number  of  requisitions  that 
must  either  be  redone  or  referred  to  EARA.* 

(4)  Impact.  There  will  be  an  increase  in  DESCOM  workload 
associated  with  increasing  the  frequency  of  the  H-53U  validation 
product  and  a corresponding  decrease  in  NICP  and  EARA  workload 
associated  with  trying  to  validate  requisitions. 

(a)  At  DESCOM,  updating  the  H-530  more  often  will  require 
a commitment  of  more  resources  (both  manpower  and  computer  re- 
sources) to  prepare  and  produce  the  required  magnetic  tapes.  At 
the  NiCPs,  additional  computer  time  must  be  spent  producing  new 
printouts  from  which  the  NICP  item  managers  can  validate  requisi- 
tions. 

lb)  Increasing  the  frequency  of  the  H-530  product  and  re- 
ducing the  preparation  time  should  substantially  reduce  current 
NICP  validation  difficulties.  Fewer  requisitions  will  be  rejected 
or  referred  to  EARA. 

(c)  Equipment  should  flow  more  rapidly  to  units  and  readi- 
ness will  be  promoted. 

b.  DESCOM/FORSCOM  Contribute  to  Valid  Equipment  Requisitions 
Rejected  by  NICP.  This  problem  is  identical  to  the  previous  one 
but  the  prescription  here  is  directed  toward  DESCOM  and  FORSCOM. 


*A  new  report  is  being  tested  to  replace  the  H-530,  called  the 
"Automation  of  Major  Item  Requisition  Validation  Report;"  may  help 
to  alleviate  this  problem. 
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(1)  Cause.  DESCOM  takes  as  much  as  three  weeks  to  prepare 
the  validation  report  (H-b3U  product)  used  by  the  NICPs  to  vali- 
date equipment  requests.  Some  of  that  time  is  spent  preparing  a 
special  report  for  FORSCOM. 

(2)  Effect.  Whenever  the  validation  report  Is  updated, 
FORSCOM  receives  a special  validation  tape  from  DESCOM  which  is 
prc.i.pMy  copied  and  stored.  However,  no  use  is  made  of  that  tape 
or  its  contents.  At  DESCOM,  considerable  effort  (in  manhours  ) is 
spent  preparing  that  FORSCOM  tape.  In  addition,  about  2 1/2  hours 
of  computer  processing  time  are  required  to  produce  the  tape.  The 
time  spent  preparing  this  special  report  delays  the  production  and 
transmittal  of  the  H-530. 

(3)  Prescription.  Eliminate  the  special  tape  prepared  for 

FORSCOM.  (Note:  This  prescription  was  implemented  prior  to  com- 

pletion of  the  study.) 

(4)  Impact.  The  impact  of  this  prescription  will  be  felt  at 
both  DESCOM  and  FORSCOM. 

(a)  DESCOM  computer  processing  time  will  be  reduced  by  as 
much  as  2 1/2  hours  per  quarter  (assuming  the  H-530  will  be  pre- 
pared quarterly).  In  addition,  manpower  resources  may  be  reas- 
signed to  other  productive  areas. 

(b)  FORSCOM  will  no  longer  have  to  copy  and  store  the 

tape. 

c . DA  Staff  Affects  Valid  Equipment  Requisitions  Rejected  by 
NICP.  The  prescription  is  directed  toward  the  DA  staff  and  con- 
cerns the  problem  previously  addressed. 

(1)  Cause.  Currently,  the  LOGSACS  serves  both  material  pro- 
gram developers  (ODCSRDA)  and  asset  distributors  (DESCOM).  The 
ODCSRDA  needs  very  detailed  information  from  the  1.0GSACS  covering 
the  POM  time  frame,  i.e.,  five  years  into  the  future.  For  equip- 
ment validation  purposes,  it  appears  that  DESCOM  requires  LOGSACS 
information  covering  only  the  next  12  months.  This  is  because  few 
if  any  unit  requisitions  are  submitted  to  NICPs  wi th  more  than  a 
12  month  lead  time.  Producing  a LOGSACS  in  the  detail  ODCSRDA 
requires  for  the  POM  is  not  consistent  with  the  informational 
needs  of  the  NICPs  for  equipment  validation.  The  time  required  to 
produce  a LOGSACS  is  a function  of  the  number  of  years  addressed 
and  multi-year  LOGSACS  mitigate  against  more  frequent  updates. 

(2)  F f feet.  The  LOGSACS  produced  annually  by  DA  1 s appro- 
priate for  POM  purposes.  However,  that  update  is  not  frequent 
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enough  to  support  the  equipment  validation  process.  Since  the 
H-530,  produced  by  DESCOM,  is  updated  every  time  a LOGSACS  is  re- 
ceived, delays  in  producing  a LOGSACS  exacerbate  the  material 
validation  process. 

(3)  Prescription.  There  is  a requirement  each  year  to  pro- 
duce a LOGSACS  to  support  POM  development.  This  requirement  must 
be  satisfied  and,  for  this,  the  current  POM  LOGSACS  is  needed. 
During  the  rest  of  the  year,  modified  LOGSACS  should  be  produced 
covering  only  authorizations  for  the  next  12  month  period  to  sup- 
port the  equipment  validation  process. 

(4)  Impact.  This  prescription  has  several  impacts  asso- 
ciated with  it  that  should  be  considered. 

(a)  Much  more  timely  H-B30  reports  will  be  produced  and 
that  means  fewer  requisitions  will  be  rejected.  Along  with  fewer 
rejections  will  come  improved  readiness  because  requisitions  can 
be  validated  sooner  and  the  equipment  can  then  start  moving  to  the 
requesting  unit. 

(b)  If  DA  produces  more  frequent  LOGSACS,  this  may  strain 
computer  resources  and  manpower  availability  at  DA.  There  is  a 
cost  {in  dollars)  associated  with  producing  LOGSACS  (a  modified 
one  will  be  less  expensive).  However,  because  production  of  a 
LOGSACS  triggers  data  processing  activities  within  DESCOM,  com- 
puter availability  at  that  command  and  the  NICPs  must  also  be  con- 
sidered. 

4-3.  DISCONNECTS  BETWEEN  RELATED  PROCESSES.  Problems  and  pre- 
scriptions which  are  related  to  the  lack  of  appropriate  linkages 
between  authorization  management  processes  are  discussed  in  the 
following  subparagraphs. 

a . DESCOM/MACOMs/CONDS  Installations  Affect  Valid  Equipment 
Requisitions  Rejected  by  NICP.  The  problem  addressed  here  is  the 
same  as  that  of  paragraph  4-2;  i.e.,  rejection  of  valid  requisi- 
tions. However,  the  prescription  involves  improved  communications 
between  related  activities  at  DESCOM,  MACOMs  and  CONUS  installa- 
tions. 

(1)  Cause.  In  CONUS,  installations  prepare  technical  edits 
of  requisitions,  but  do  not  compare  requisitions  with  the  DESCOM 
validation  product  (H-b30);  the  H-bJO  is  not  available  at  the  in- 
stallation level.  The  installation-level  examination  is  the  last 
point  for  review  before  a requisition  flows  to  the  NICP  for  vali- 
dation and  fill.  Many  requisitions  result  from  MACOM  actions  that 
are  in  the  DA  TAAOS  but  are  not  in  the  H-S30  which  commodity  man- 
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agers  must  use  to  validate  requisitions.  This  disconnect  occurs 
because  of  the  LOGSACS  preparation  problem  discussed  In  4-2c. 

(2)  Effect.  Installation-level  reviews  are  unable  to  sub- 
stantiate a requisition  because  they  do  not  have  access  to  the 
same  data  used  by  the  NICP  commodity  managers.  A requisition 
which  is  authorized  according  to  the  VTAADS  but  which  Is  not  re- 
flectd  In  the  H-530  may  be  rejected. 

(3)  Prescription.  The  prescription  for  this  problem  Is 
three-fol d. 

(a)  Either  the  MAtOM  or  UESCOM  should  provide  copies  of 
the  H-b30  product  to  the  installations.  A separate  validation 
report  could  be  prepared  for  each  installation. 

(b)  CONUS  Installations  should  compare  requisitions  for 
major  Items  of  equipment  to  an  H-530  product  prior  to  submitting  a 
requisition.  Initially,  this  would  be  most  likely  a manual  pro- 
cess or  procedure  at  the  installations.  Later,  the  process  could 
be  automated  thereby  speeding  the  flow  of  requisitions  to  the 
NICPs. 

(c)  During  the  Installation-level  review,  appropriate  au- 
thorization information  which  Is  not  reflected  in  the  H-530  pro- 
duct should  be  added  to  the  requisition.  Doing  this  will  assist 
the  NICP  to  validate  requi si tions  more  rapidly. 

(4)  Impact.  There  will  be  fewer  difficulties  getting  requi- 
sitions validated;  equipment  will  be  dispatched  to  the  requesting 
unit  sooner.  This  Is  a positive  benefit  of  using  the  Installation 
to  review  requisitions  prior  to  sending  them  to  the  NICPs. 

(a)  There  will  be  some  increase  In  workload  for  the  In- 
stallation staffs  who  review  major  item  requisitions.  However, 
the  coming  of  ITAADS  offers  an  increased  potential  for  automation 
that  may  help  alleviate  the  additional  workload. 

(b)  Either  the  MACOMs  or  DESCOM  would  have  to  reprogram 
their  utility  packages  to  generate  distinct  H-530  magnetic  tapes 
for  each  Instal latlon. 

b.  USAREUR  Theater  MMC  Affects  Valid  Equipment  Requisitions 
Rejected  by  NICP.  Again,  this  problem  deals  with  the  rejection  of 
valid  requisitions.  The  prescription  in  this  case  Involves  the 
USAREUR  Theater  Material  Management  Center  (MMC). 
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(1)  Cause.  Currently,  the  Theater  MMC  uses  the  Availability 
Balance  File  (ABF)*  and  VTAAUS  to  review  requisitions  prior  to 
sending  them  to  the  COkUS  NICPs.  The  USAREUR  review  has  concen- 
trated on  making  sure  requisitions  to  the  NICPs  do  not  exceed  the 
total  theater  authorization  for  the  specific  Item  of  equipment. 

The  BESCOM  H-b3U  product  Is  not  used  because  It  does  not  reflect 
the  most  current  authorization  data.  The  lack  of  a review  by 
USAREUR  using  the  H-b3U  product  causes  the  command  to  wait  until  a 
requisition  falls  validation  by  the  NICP,  Is  rejected,  and  re- 
turned before  any  action  Is  Initiated  to  correct  the  H-b3U  defi- 
ciency and  secure  the  Item  for  the  unit. 

(<i)  Effect.  Because  the  USAREUR  Theater  MMC  compares  requi- 
sitions with  the  ABF  and  VTAADS,  they  are  not  providing  a compre- 
hensive enough  review  of  major  Item  requisitions  prior  to  submit- 
ting them  to  the  CONUS  NICPs.  The  ultimate  effect  of  allowing  req- 
uisitions to  flow  to  the  CONUS  NICP  without  a comparison  to  the 
authorization  Information  In  the  H-S3U  has  resulted  In  rejected 
requisitions  and  associated  turbulence. 

(3)  Prescription.  The  prescription  for  USAREUR  Is  similar 
to  the  one  for  CONUS  Installations  except  that  1n  Europe,  the 
Theater  MMC  will  be  the  only  recipient  of  the  equipment  validation 
product  (H-b30). 

(a)  The  Theater  MMC  should  compare  authorization  Informa- 
tion on  the  requisitions  with  the  H-b3U  product  and  add  the  appro- 
priate authorization  Information  for  those  requisitions  that  can- 
not be  validated  using  the  DESCOM  H-b3U  product. 

(b)  The  H-63U  product  currently  goes  to  Europe  and  no 
change  to  that  procedure  Is  envisioned.  The  H-b3U  Improvements 
previously  discussed  In  paragraph  4-2a(3)  {providing  a more  timely 
report)  should  reduce  the  discrepancies  between  VTAAUS  and  H-b3U 
product  authorization  data. 

(4)  Impact.  Validation  of  equipment  requisitions  will  be 
facilitated  at  the  NICR  and  the  authorized  equipment  will  be  dis- 
patched more  quickly  to  Its  destination.  This  achievement  Is  es- 
pecially Important  for  USAREUR  because  of  the  long  lead  times  and 
great  distances  that  must  be  considered.  Requisition  review  work- 
load for  the  Theater  MMC  will  be  Increased  somewhat;  however,  this 
Increase  should  not  be  a limiting  consideration  because  fewer  req- 
uisitions will  be  rejected  by  the  CONUS  NICPs.  Favorable  Impacts 
on  readiness  conditions  will  result. 


*The  ABF  Is  a large  data  file  maintained  by  the  Catalog  Uata 
Agency  (CUA)  and  contains  detailed  Information  on  the  disposition 
of  worldwide  assets.  Submissions  from  major  commands  are  used  to 
update  the  file  eacli  month. 
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c . 1;0RSCUM  Authorl zes_  Unavailable  Equipment 

(1)  Cause.  Twice  a year,  TRADOC  furnishes  all  MACOMs  with 
the  latest  TOEs  and  TOE  Consolidated  Change  Tables.  This  informa- 
tion reflects  the  latest  DA  approved  TOE  guidance  and  is  furnished 
by  TRADOC  so  that  the  MACOMs  can  revise  their  MTOEs.  The  guidance 
may  reflect  doctrinal  changes  to  unit  organizations,  changes  to 
the  numbers  of  authorized  and  required  personnel  and  equipment,  or 
Uu  introduction  of  new  pieces  of  equipment  or  new  MOSs.  FORSCOM 
applies  the  new  changes  as  rapidly  as  possible.  AR  310-49  indi- 
cates that  6 months  are  allowed  for  MACOMs  to  enter  the  CCT 
changes  ir  VTAADS  and  to  notify  the  units  of  the  new  authorization 
document.  FORSCOM  attempts  to  comply  with  the  AR  so  that  the 
units  can  begin  requisitioning  new  equipment  and  personnel  at  the 
earliest  time.  Frequently,  however,  this  compliance  with  the  AR 
results  in  considerable  turbulence  for  the  units  because  the  newly 
authorized  equipment  is  not  always  available  on  the' effect! ve  date 
(FDATE)  of  the  change. 

(2)  Effect.  If  FORSCOM  changes  an  MTOE  document  by  intro- 
ducing a new  weapons  system  and  does  net  assign  a realistic  EDATE 
for  that  action,  a serious  readiness  problem  may  ensue. 

(a)  Equipment  distribution  within  the  Army  is  determined 
by  the  availability  of  the  equipment  and  the  priority  of  the  unit. 
FORSCOM  knows  the  priority  of  their  units  but  unless  they  know  the 
availability  of  the  new  equipment,  they  cannot  establish  realistic 
EDATES. 


(b)  Not  having  realistic  EDATES  may  result  in  either  the 
substitution  of  another  item  of  equipment,  the  shifting  of  equip- 
ment from  other  units,  or  the  request  for  revised  EDATES.  These 
alternative'  impact  unfavorably  in  the  Army's  readiness  reporting 
system.  Substitute  items  are  frequently  difficult  to  determine, 
requisition,  and  maintain;  the  supply  system  is  frequently  unable 
to  support  the  substitutions.  Taking  equipment  from  other  units 
merely  defers  the  problem  by  shifting  it  from  one  unit  to  another. 
Requesting  a change  in  ai  EDATE  surfaces  a problem  that  could  have 
been  better  managed  if  more  information  had  been,  available  when 
scheduling  the  original  EDATE. 

(c)  Often  personnel  requirements  also  change  as  a result 
of  equipment  changes.  Consequently  a demand  is  placed  on  the  per- 
sonnel system  to  provide  a new  mix  of  skilled  individuals.  The 
personnel  required  to  support  the  now  equipment  often  arrive  long 
before  the  equipment.  Both  the  unit  readiness  and  individual  mor- 
ale can  suffer  as  a result  of  this  mismatch. 
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(3)  Prescription.  FOKSCOM  should  be  provided  an  equipment 
availability  schedule  to  use  in  conjunction  with  the  CCT  guidance. 
Such  a schedule  will  permit  the  establishment  of  more  accurate 
EUATES  for  equipment  revisions  in  MTOEs.  The  schedule  need  only 

^ be  detailed  enough  to  reflect  how  soon  the  equipment  will  be 

I available  to  FORSCOM.  FURSCUM  can  then  schedule  EDATES  around 

I that  availability  information  with  some  assurance  that  the  equip- 

\ ment  will  be  forthcoming.*  (Note;  This  prescription  would  have 

universal  application  for  all  commands.) 

(4)  Impact.  This  prescription  will  impact  both  the  users  of 

[I  the  proposed  availability  schedule  and  those  that  must  provide  it. 

(a)  For  FURSCUM  and  other  MACUMs,  an  equipment  availabil- 
ity schedule  will  greatly  facilitate  the  establishment  of  realis- 
tic EUATEs. 

(b)  Another  positive  benefit  of  providing  this  schedule 
will  be  improved  synchronization  of  people  and  equipment  sent  to 
units.  Too  often  personnel  relacements  arrive  well  in  advance  of 
new  pieces  of  equipment  causing  training  and  administrative  prob- 
lems for  the  units. 

(c)  The  two  positive  impacts  above  must  be  weighted 
against  the  additional  workload  at  OUCSLUU  and  UESCOM  to  generate 
the  equipment  availability  data  for  each  MACUM. 

d.  Uifferences  in  FURSCUM  and  USAREUR  MTOEs  Create  Turbulence 
in  POMCUS  Units.  Because  FURSCUM  and  USAREUR  MTOEs  for  the  same 
type  unit  may  be  different,  deploying  FORSCOM  units  may  find  inap- 
propriate equipment  sets. 

(1)  Cause.  POMCUS  TAAUS  is  a special  authorization  listing 
for  equipment  that  is  prepositioned  at  Combat  Equipment  Croup, 
Europe  (CEGE)  sites  in  Germany.  That  equipment  is  presently  iden- 
tified with  both  a particular  unit  and  a specific  storage  site. 

No  other  site  will  have  the  specific  equipment  a particular  FORSCOM 
unit  requires. 

id)  Effect,  because  units  are  not  standardized,  considerable 
turbulence  is  created  at  CEGE  sites.  If  a unit's  equipment  au- 
thorization changes,  then  appropriate  actions  must  be  taken  to 
adjust  tiie  unit's  set  ot  equipment  at  the  CEGE  site.  Also  a FUR- 
SCUM unit  deploying  to  a CEGE  site  other  than  its  specified  site 
will  find  the  wrong  equipment  set. 


*UA  UUCSLUG  is  developing  a system  to  support  the  distribution 
of  major  items  of  equipment  for  current  and  projected  time  peri- 
ods. This  new  system  is  called  Total  Army  Equipment  Uistribution 
Plan  (TAEUP). 
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(3)  Prescription.  Like  units  should  be  able  to  obtain  unit 

equipment  from  several  sites.  This  can  be  achieved  by  developing 
standard  POMCUS  equipment  sets.  (Note:  Action  is  being  taken  to 

standardize  type  unit  sets.) 

(4)  Impact.  The  standardization  of  POMCUS  equipment  sets 
can  have  a positive  impact  on  CEGE's  workload.  Perhaps,  more  im- 
portantly, the  ability  to  issue  standard  equipment  sets  from  sev- 
eral CEGE  sites  will  provide  greater  flexibility  in  the  tactical 
deployment  of  arriving  FORSCUM  units. 

4-4.  LACK  OF  SYNCHRONIZATION.  Problems  and  prescriptions  related 
to  the  lack  of  synchronization  among  authorization  management  pro- 
cesses, as  revealed  from  the  MOC  study' research  and  data  collec- 
tion activities,  are  discussed  in  the  following  subparagraphs. 

a . The  Latest  Equipment  Supply  Bulletin  (SB)  Was  Not  Being 
Incorporated  in  the  CCT.  The  Consolidated  Change  Table  (CCT),  a 
major  i nput  to  the  VTAADS,  is  promulgated  without  reflecting  the 
latest  equipment  Supply  Bulletin  (SB)  changes.  This  is  a problem 
of  timing  which  causes  additional  work  in  the  field  reconciling 
the  contradictory  authorization  guidance. 

(1)  Cause.  A magnetic  tape  of  the  SB  which  updates  the  Bul- 
letin is  forwarded  simul taneously  from  DESCUM  to  both  TRADOC  for 
inclusion  in  the  semiannual  CCT  and  to  all  the  MACOMs  for  incorpo- 
ration in  VTAADS.  However,  the  lead  time  allotted  for  getting  the 
SB  tape  from  DESCOM  to  TRADOC  (45  days)  is  not  adequate.  Receipt 
of  the  edit  tape  45  days  prior  to  the  effective  date  of  the  new  SB 
does  not  provide  adequate  lead-time  for  applying  the  changes  prior 
to  releasing  the  new  CCT;  there  are  insufficient  personnel  to  re- 
view the  many  SB  changes  within  45  days.  The  tape  from  DESCOM 
often  arrives  late  further  reducing  the  time  TRADOC  has  available 
to  incorporate  the  SB  changes. 

(Z)  Effect.  The  most  obvious  effect  of  the  SB  omission  is 
that  MACOM  analysts  receive  conflicting  guidance  which  ultimately 
leads  to  impl ementation  errors  and  redundant  authorization  docu- 
ment changes  for  individual  units. 

(a)  If  the  latest  changes  to  the  SB  are  not  included  in 
the  CCT  going  to  the  field  then  additional  work  and  turbulence 
result.  The  SB  edit  tape  that  also  is  sent  to  each  MACOM  is  en- 
tered into  their  VTAADS  file  and  when  subsequently  matched  with 
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the  latest  CCT  numerous  apparent  discrepancies  can  result.  MACOM 
VTAAUS  analysts  then  have  to  determine  whether  the  discrepancies 
are  the  result  of  new  guidance  or  merely  the  result  of  trying  to 
compare  old  line  Item  numbers  (LIN)  In  the  CCT  with  the  current 
ones  In  VTAADS. 

(b)  A MACOM  document  manager  using  the  CCT  to  review  a 
unit's  equipment  requisition  could  discover  an  apparently  Incor- 
rect LIN  (If  the  unit's  requisition  was  based  upon  VTAADS,  I.e., 
latest  SB  data).  All  MTOEs  with  that  kind  of  LIN  would  then  be 
affected,  resulting  In  numerous  cancelled  requisitions  followed  by 
new  requisitions  citing  Invalid  LINs.  There  Is  the  potential  for 
some  adverse  Impact  on  the  personnel  requisitioning  process  If,  as 
a result  of  a perceived  change  In  equipment  authorizations,  a sub- 
stantive change  Is  made  to  MTOE  personnel  requirements. 

(3)  Prescription.  This  Is  primarily  a scheduling  problem 
and  the  prescription  is  to  get  the  SB  update  to  TRADOC  sooner. 

This  will  permit  TRADOC  adequate  time  to  incorporate  the  SB  Into 
the  CCT  thus  providing  the  field  with  compatible  guidance.  (Note: 
This  prescription  was  Implemented  for  the  March  77  CCT.) 

(4)  Impact.  Because  of  the  way  the  SB  Is  prepared  and  ap- 
plied in  the  field,  the  adverse  Impact  will  be  minimal. 

(a)  Changes  to  the  SB  work  file  are  updated  automatically 
at  DESCOM  making  It  possible  to  produce  a new  Supply  Bulletin  tape 
almost  anytime.  Whenever  SB  information  Is  needed,  a tape  is  re- 
leased containing  the  latest  Supply  Bulletin  Information. 

(b)  No  Increase  in  workload  will  occur  at  TRADOC.  The  SB 
edit  merely  will  be  provided  to  that  headquarters  sooner. 

. (c)  A positive  Impact  Is  that  the  frequency  of  Introducing 
errors  Into  MTOEs  will  be  substantially  reduced.  This  will  mean  a 
corresponding  reduction  In  the  amount  of  turbulence  associated 
with  requisitioning  an  invalid  LIN. 

(d)  Another  positive  Impact  of  incorporating  the  latest  SB 
Into  the  CCT  will  be  the  decreased  necessity  for  EARA  to  Identify 
errors  in  unit  documents. 

b.  TOE  Changes  Not  Applied  by  USAREUR  on  Timely  Basis.  This 
problem  involves  the  length  of  time  required  by  USAREUR  to  docu- 
ment TOE  changes. 

(1)  Cause.  There  are  two  principal  reasons  for  this 
problem. 


Ik 


4-11 


CAA-SR-77-7 


I 

(a)  While  TRADOC  staffs  new  TULs  and  selected  tCTs  with 
FORSCOM,  USAREUR  is  not  consulted  prior  to  publication.  Without 
coordination  between  USAREUR  and  TRADOC  on  this  important  issue, 

USAREUR  may  not  be  prepared  to  accomodate  the  changes  without  de-  ] 

lay.  i 

(b)  USAREUR  staffs  TOE  changes  through  like  units  before  ■ 

implementation.  This  USAREUR-unique  procedure  can  be  very  time 

consuming  and  frequently  results  in  much  delay  in  implementing 
CCTs  and  new  TOEs. 

(2)  Effect.  With  FORSCOM  rapidly  implementing  CCTs  and  new 
TOEs,  and  USAREUR  proceeding  slowly,  MTOEs  for  both  commands  are 
frequently  not  aligned.  This  situation  mitigates  against  the  ex- 
pressed desires  of  senior  Army  leaders  to  standardize  units  as 
much  as  possible.  When  the  FORSCOM  MTOE  differs  significantly 
from  a like  USAREUR  MTOE  and  the  equipment  in  POMCUS  is  configured 
for  USAREUR,  then  FORSCOM  units  deployed  to  Europe  will  not  find 
the  equipment  appropriate  to  their  organizational  structure. 

(3)  Prescription.  TRADOC  should  include  USAREUR,  along  with 
FORSCOM,  in  the  coordination  and  review  of  new  TOEs  and  selected 
CCT  actions. 

(4)  Impact.  A primary  impact  of  this  prescription  would  be 
to  reduce  the  turbulence  associated  with  POMCUS  authorizations  and 
units.  This  reduction  would  be  accomplished  by  more  closely 
aligning  USAREUR  and  FORSCOM  MTOEs  and  adopting  standard  unit 
sets.  Some  increased  workload  may  result  from  having  USAREUR  par- 
ticipate in  the  preliminary  staffing  of  CCTs  and  TOEs  prior  to 
their  publication.  This  additional  staffing  may  delay  TOE  devel- 
opment and  changes;  however,  the  overall  effect  should  be  to  re- 
duce the  implementation  time  of  that  guidance  when  it  is  pub- 

1 ished. 

c . Medical  Officer  Authori zati on  Guidance  Causes  Changes  to 
FORSCOM~MTOEs . S~prob1em  of  timing  causes  additional  work  within 
FORSCOM  because  medical  officer  authorizati ons  are  promulgated  at 
a different  time  than  other  personnel  authorizations. 

(1)  Cause.  The  MEDO  letter*  is  published  out  of  sequence 
with  other  authorization  guidance.  Instead  of  being  issued  at  the 

same  time  as  most  of  the  other  major  change  guidance,  the  letter  I 

was  published  on  an  independent  schedule.  j 


*MED0  is  the  short  title  for  the  Surgeon  Oeneral ' s letter: 
"Staffing  Authorization  and  Utilization  of  Army  Medical  department 
Commissioned  Personnel  in  TOE  Units  of  US  Army  Forces  Command  Ac- 
tive Component  TOE  Units". 
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(2)  Effect.  Not  publishing  the  MEDO  letter  in  conjunction 
with  the  major  change  guidance  Issued  to  the  field  requires  FOR- 
SCOM  to  repeat  documentation  for  medical  officer  spaces  after 
documenting  other  personnel -related  changes.  Repeating  documenta- 
tion places  an  unnecessary,  additional  burden  on  FORSCOM  re- 
sources . 

(3)  Prescription.  To  solve  this  problem,  a change  to  the 
publication  date  of  the  MEDO  leter  should  be  accomplished.  The 
guidance  contained  In  the  MEDO  letter  should  be  forwarded  concur- 
rent with  Program  Budget  Guidance  (PBQ)  In  May. 

(4)  Impact.  FORSCOM  will  be  able  to  make  personnel -related 
documentation  changes  at  one  time,  rather  than  requiring  two 
Iterations. 

d.  TRADOC  Required  to  Increase  TDA  Documentation.  By  doubling 
the  number  of  times  training  load  data  Is  prov^de(l,  IRADOC  has 
encountered  TDA  update  documentation  problems. 

(1)  Cause.  In  December  1976,  the  White  Book*  was  replaced 
by  the  ARPRINT.** 

(2)  Effect.  The  White  Book  process  called  for  TDA  documen- 
tation to  be  done  twice  a year.  The  replacement  process,  ARPRINT, 
will  occur  twice  as  often  (4  times  a year)  and  Its  Introduction 
will  double  the  amount  of  TDA  documentation.  The  effect  of  this 
change  Is  a significant  (double)  Increase  In  the  TDA  revision 
workload  performed  each  year. 

(3)  Prescription.  Require  documentation  of  TDA  units  based 

on  ARPRINT  data  only  twice  a year.  (Note:  TRADOC  has  Implemented 

this  prescription.) 

(4)  Impact.  Adoption  of  this  prescription  will  preclude  a 
serious  Increase  In  TDA  documentation  workload  without  Impairing 
authorization  management. 


*The  White  Book  Is  the  former  name  of  the  DA  Training  Program. 

**The  Army  Program  for  Individual  Training  (ARPRINT)  Is  the 
name  of  the  current  DA  Training  Program. 


4-13 


CAA-SR-77-7 


4-5.  SUMMARY.  The  appropriateness  and  utility  of  the  management 
prescriptions  contained  in  this  chapter  were  verified  through  co- 
ordination with  points  of  contact  in  authorization  management  at 
all  levels  of  command.  During  the  period  of  coordination,  several 
prescriptions  were  implemented  in  the  management  process;  others 
are  being  considered  for  Implementation.  As  an  aid  in  assimilat- 
ing the  problems  and  associated  prescriptions  described  above, 
summaries  of  each  are  provided  in  Tables  4-1  through  4-11.  The 
tables,  arranged  in  the  same  sequence  as  the  discussion,  indicate 
in  abbreviated  form  the  problem,  its  cause  and  effect,  the  pre- 
scription, and  the  probable  impact  of  the  prescription.  In  addi- 
tion, the  status  of  the  prescription  is  added  to  indicate  whether 
it  has  been  Implemented  as  of  the  date  of  this  report.  The  man- 
agement prescriptions  are  complimented  by  the  schedule  alterna- 
tives in  the  following  chapter.  The  results  of  analyses  expressed 
in  Chapters  4 and  5,  used  in  conjunction,  can  significantly  en- 
hance the  current  Army  authorization  management  environment. 


CHAPTER  5 

SCHEDULE  ALTERNATIVES 
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b-1.  IDENTIFICATION  OF  REOUIREMENT.  As  discussed  in  Chapter  2, 
the  Army  authorization  management  environment  is  affected  by  a 
number  of  functional  processes  in  association  with  The  Army  Au- 
thorization Documents  System  (TAADS).  A significant  portion  of 
the  MOC  study  effort  was  spent  identifying,  analyzing  and  prepar- 
ing the  network  diagrams  which  model  the  activities  and  interac- 
tions of  these  processes  (see  Appendix  D).  The  thorough  analysis 
of  the  authorization  processes  resulted  in  the  management  pre- 
scriptions discussed  in  Chapter  4;  these  prescriptions  treat  the 
symptoms  of  time  delays,  disconnects,  and  synchronization.  Turbu- 
lence also  was  evident  in  the  authorization  management  environ- 
ment; this  turbulence  was  caused  by  the  frequency  of  change  guid- 
ance, the  distribution  of  change  documentation  workload,  and  the 
lack  of  synchronization  between  a number  of  component  processes. 

In  order  to  formulate  alternatives  to  remedy  these  latter  causes 
of  turbulence,  an  analysis  of  the  current  authorization  management 
schedule  was  performed. 

a.  Analysis  Technique.  In  the  MOC  study,  scheduling  analysis 
is  the  name  given  to  the  technique  used  to  analyze  the  sequence 
and  schedule  of  component  processes  within  the  overall  authoriza- 
tion management  system.  The  scheduling  analysis  was  accomplished 
by  identifying  the  transition  activities  which  link  the  component 
processes  together  into  the  overall  authorization  management  sys- 
tem. Then,  using  network  theory  (see  Chapter  3),  the  individual 
models  for  the  processes  were  connected  to  form  a larger  network 
model  of  the  entire  authorization  management  system.  This  network 
model  simulated  the  interaction  among  the  component  processes  over 
a twelve-month  period  of  time.  Twelve  months  was  selected  because 
it  was  the  lowest  common  denominator,  that  is,  all  of  the  pro- 
cesses occurred  at  least  once  a year;  to  model  more  than  twelve 

months  would  be  unnecessari ly  redundant.  The  17  network  diagrams  , 

(see  Appendix  D)  contain  some  3UU  distinct  activities;  given  the  ] 

repetitive  nature  of  certain  processes,  there  are  approximately  | 

2U0U  activities  in  the  overall  network  of  the  entire  authorization  ' 

management  system.  The  large  number  of  activities  and  the  con.- 
plexity  of  the  overall  network  exceeded  manual  analysis  capabili- 
ties. An  automated  program  was  required  to  analyze  efficiently 
the  myriad  of  yearly  interactions  between  processes.  UPTIMA  llUU 
was  the  computer-based  software  package  selected  to  support  the 
scheduling  analysis  (see  Appendix  E). 

b.  Scope  of  the  Schedules  Analyzed.  A series  of  nine  overall 
network  schedules  were  analyzed  with  the  aid  of  OPTIMA  llUU.  The 
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analysis  Involved  sequence  and  schedule  changes  which  provided 
Insight  Ihto  the  potential  benefits  of  different  alternative  link- 
ages of  the  17  authorization  management  processes  comprising  the 
authorization  management  system. 

(1)  The  alternatives  bracketed  a range  of  process  occur- 
rences from  the  current,  frequent  situation  to  a minimal  occur- 
rence situation.  Table  5-1  summarizes  the  nine  alternatives  ana- 
lyzed. 

Table  5-1.  Authorization  Management  Schedule  Alternatives 


Case 

Title 

Description 

1 

DA  Directed  Case 

Uses  policy/directive  schedule  and 
elapsed  times  for  all  processes 

2 

MOC  Base  Case 

Uses  real-world  occurrences  and 
elapsed  times  for  all  processes 

3 

Annualized  Change 

Limits  all  processes  to  a once-a- 
year  schedule 

4 

Synchronized  Program 

Synchronizes  budget  year  documenta- 
tion and  program  development 
processes 

5 

Rescheduled  Technical 
Change 

Defers  release  of  technical  change 
guidance  by  one  month 

6 

Controlled  Technical 
Change  Documentation 

Limits  documentation  of  technical 
change  guidance  to  semiannual 
cycle 

7 

Controlled  All  Change 
Documentation 

Limits  all  documentation  to  semi- 
annual cycle 

8 

Directed  January  PBG 
Documentation 

Modifies  documentation  using  January 
PBG 

9 

Modified  January  PBG 
Documentation 

Extends  TRADOC  Spring  documentation 
schedule  by  one  month 

12)  Case  1 models  a management  system  which  adheres  to  pre- 
scribed guidance  and  schedules;  Case  2 represents  the  situation 
which  actually  exists.  Since  Case  2 models  the  current  condi- 
tions; It  was  selected  as  the  MOC  base  Case  for  comparison  with 
other  alternatives.  Case  3 limits  the  activities  of  all 


i 

I 
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authorization  change  and  documentation  processes  to  once  a year; 

It  Is  an  extreme  case.  In  between  the  frequency  boundaries  of 
Case  2 and  Case  3 are  6 alternatives  which  were  developed  to  In- 
vestigate systematically  means  of  reducing  the  turbulence  In  the 
authorization  management  environment. 

(3)  Cases  4 through  9 reflect  progressively  Increasing  con- 
trols on  change  guidance  and  documentation  processes  with  a goal 
of  Improving  synchronization  among  the  processes;  each  case  builds 
on  the  preceding  adjustments  to  the  schedule  formulated  In  Case  4. 
The  guidance  processes  Identified  which  required  conflicting  or 
concurrent  documentation  action  were  rescheduled;  the  frequency  of 
VTAADS  updates  was  reduced  thus  reducing  the  frequency  of  new 
documents  for  the  units;  and  the  flow  of  information  from  the  Is- 
sue of  change  guidance,  to  documentation,  to  the  uses  of  the  docu- 
mentation were  synchronized  to  reduce  turbulence. 

c.  Limitations  of  the  Analysis.  Several  limitations  on  the 
Interpretation  of  the  MOC  scheduling  analysis  are  discussed  below. 

(1)  Milestone  Variance.  Due  to  the  variance  associated  with 
the  Individual  time  estimates  for  activity  durations,  the  mile- 
stone dates  listed  In  this  chapter  should  be  treated  as  approxima- 
tions. Although  OPTIMA  llUU  assigns  specific  start  and  finish 
dates  to  each  activity,  the  dates  should  be  considered  representa- 
tive. Exogenous  factors  influencing  each  process  will  affect  the 
actual  dates  of  attainment. 

(2)  Process  Dynamics.  The  network  diagrams  model  the  cur- 
rent processes  In  the  authorization  management  environment. 

Since  the  processes  are  dynamic  and  subject  to  change.  It  was  nec- 
essary to  freeze  each  process  to  conduct  the  analysis.  Due  to  the 
dynamics  of  the  processes,  the  diagrams  should  be  reexamined  peri- 
odically to  assure  accurate  representations. 

(3)  Informal  Changes.  Earlier  discussion  (Chapter  2)  Indi- 
cated the  existence  of^'^other",  one  time  TAAUS  changes  that  flow 
outside  the  formal  change  processes.  In  each  of  the  scheduling 
alternatives  presented  in  this  chapter,  the  problem  created  by 
resources  diverted  from  the  formal  processes  to  work  on  "other" 
changes  Is  discussed.  However,  the  automated  schedule  analysis 
can  not  assess  the  Impact  of  these  "other"  changes,  since  there  Is 
no  regular  or  predictable  set  of  activities  which  can  be  quantita- 
tively modeled. 

d.  Assumptions  Used  In  the  Analysis.  The  following  assump- 
tions were  necessary  to  the  MOC  scheduTinq  analysis. 
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(1)  Activities  within  the  MOC  network  diagrams  do  not  change 
as  a result  of  rescheduling  the  processes. 

(2)  Time  estimates  for  activity  duration  are  assumed  con- 
stant. 

(3)  Documenting  quantitative  changes  (e.g.,  guidance  from 

the  PB(i  and  FAS  processes)  are  assumed  of  higher  priority  than 
technical  changes  MOS  update  and  equipment  Supply 

Bulletin).  The  term  "quantitative"  refers  to  the  number  of  units, 
personnel  or  equipment;  and  "technical"  refers  to  such  changes  as 
MOS  title,  equipment  LIN  or  equipment  nonmenclature. 


5-2.  THE  BASE  CASE.  The  Base  Case  schedule  for  analysis  In  the 
MUC  study  Is  the  current  authorization  management  system.  The 
model  of  the  Base  Case  reflects  the  interrelationships  between  all 
the  component  authorization  management  processes  during  a consecu- 
tive twelve  month  period  (see  Appendix  F).  In  order  to  model  the 
system  accurately,  the  current  schedule  for  each  of  the  component 
processes  was  Identified  along  with  the  appropriate  transition 
activities  between  processes.  The  quantitative  variable  used  In 
the  model  for  each  of  the  processes  or  activities  was  the  elapsed 
t1me--how  long  the  process  or  activity  takes  to  complete.  The  core 
of  the  model  Is  the  monthly  TAADS  documentation  process  (see  Ap- 
pendix D,  Annex  VIII).  Some  processes  which  Input  to  the  TAADS 
documentation  process  during  the  one  year  period  begin  prior  to 
that  twelve  month  Interval  (because  of  long  lead  times).  Like- 
wise, certain  processes  which  use  the  authorization  Information 
begin  around  the  end  of  the  twelve  month  period  and  consequently 
complete  outside  of  the  twelve  months. 

a.  Base  Case  Preparation.  In  constructing  a Base  Case,  the 
observed  times  for  documentation  of  some  change  guidance  processes 
varied  substantially  from  the  times  specified  In  Army  regulations 
and  directives.  Because  of  these  documentation  time  differences, 
two  Initial  models  were  developed;  Case  1,  reflecting  DA  directed 
documentation  times;  and  Case  2,  the  MOC  Base  Case,  using  observed 
(actual)  documentation  times.  Analysis  of  Case  1 (DA  Directed 
Case)  provides  a means  for  assessing  the  synchronization  of  the  DA 
directed  schedule.  Case  2 (MOC  Base  Case)  affords  an  analysis  of 
the  current  schedule  against  which  the  subsequent  alternative 
schedules  were  compared.  The  next  three  paragraphs  discuss  when 
change  guidance  Is  Issued,  how  long  it  takes  to  document  the 
change,  and  when  the  documentation  Is  used  to  support  DA  and  the 
asset  managers.  This  Is  followed  by  a comparison  of  milestone 
dates  for  the  key  processes  associated  with  the  schedule.  The 
final  paragraph  provides  an  assessment  of  the  Impact  d?  adopting 
each  case. 
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b.  Issuance  of  Change  Guidance.  Figure  5-1,  Indicates  when 
guidance  Is  currently  dispatched  to  the  field.  The  MOS  update 
and  the  equipment  Supply  Bulletin  (SB)  changes  are  forwarded  In 
February  and  August.  The  TOE  change  process  provides  unit  level 
doctrinal  guidance  In  March  and  September.  The  Army  Program  for 
Individual  Training  (ARPRINT)  provides  training  load  estimates  to 
TRADOC  In  December,  March,  June  and  September.  Even  more  frequent 
than  ARPRIMT,  the  Force  Accounting  System  (FAS)  furnishes  monthly 
force  structure  and  authorization  guidance  to  the  field.  The  Pro- 
gram and  Budget  Guidance  (PBG)  provides  manpower  and  resource 
guidance  In  October,  January  and  May.  The  ^Other"  changes  listed, 
illustrate  all  the  changes  that  continually  occur  without  a formal 
schedule  or  process  as  a result  of  DA  messages,  letters,  direc- 
tives, and  command  initiatives. 

c.  Documentation  of  Change.  Differences  were  found  between 
the  time  actually  taken  to  document  change  guidance  and  the  time 
DA  specified  for  documenting  change  guidance.  The  variations  oc- 
curred in  the  amount  of  time  associated  with  documenting  the  TOE 
change,  FAS  and  PBG.  The  specific  time  variations  are  Indicated 
in  Table  5-2. 


Table  5-2.  Differences  in  Documentation  Times 


Issue  of  Change 
FAS 

TOE  Change 
PBG  (May) 


DA  Directed  Times 
45  calendar  days 
6 months 

4 months 


Observed  Times 

65  calendar  days-'^ 

6 months; 

12  - IR  months-'' 

12  months^./ 


FAS . Observed  time  for  those  FAS  changes  which  are 
documented  is  2-3  months. 

VtOE  Change.  FORSCOM  and  U5AREUR  (for  selected  CCT)  docu- 
ment changes  within  6 months;  however,  USAREUR  documents  most  CCT 
changes  12  to  18  months  later. 

PBG  (May) . For  units  that  will  change  In  the  budget  year, 
documentation  is  required  by  30  September  of  the  preceding  year. 
Most  documents  to  support  those  changes  are  not  received  until  the 
following  April  (12  months  after  the  PBG).  Note;  Not  all  units 
require  new  documents  prior  to  the  beginning  of  the  fiscal  year. 
For  the  four  MACOMs  surveyed  In  the  MOC  study  (FORSCOM,  USAREUR, 
TRADOC  and  DARCOM),  as  of  29  September  1976,  18  percent  of  the 
MTOE  and  85  percent  of  the  TDA  were  changed  for  FY  77. 
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This  dissimilarity  In  documentation  times  between  the  two  cases  Is 
graphically  Illustrated  by  comparing  Figure  B-Z  (UA  Directed  Case) 
and  Figure  5-3  (MOC  Base  Case).  Both  figures  list  the  major  pro- 
cesses for  Issuing  change  guidance  and  then  show  by  means  of  a 
series  of  bars  and  triangles  when  each  process  begins,  how  long  it 
takes,  and  when  It  ends.  Each  figure  provides  a means  for  quickly 
comparing  the  alternatives  during  a 12  month  cycle. 

(1)  For  the  DA  Directed  Case  and  the  Base  Case,  the  semian- 
nual MOS  and  SB  updates  are  documented  In  the  September  and  March 
VTAADS  submissions. 

(2)  For  both  cases,  TOE  change  guidance  Issued  In  September 
Is  documented  In  VTAADS  during  the  following  December-January- 
February  time  frame;  however,  the  Base  Case  Includes  an  additional 
USAREUR  documentation  entry  the  next  August  (12  months  after  the 
receipt  of  the  guidance).  This  difference  between  the  two  cases 
Is  important  because  while  USAREUR  documents  selected  changes  In 
the  near  time  frame,  the  broader  application  of  the  TOE  change  may 
not  occur  until  12  months  (or  more)  later.  The  March  TOE  changes 
are  treated  similarly.  (See  Chapter  4,  paragraph  4-4b  for  a pre- 
scription on  this  difference). 

(3)  ARPRINT  differs  from  the  other  documentation  procedures 
In  that  the  length  of  time  to  document  changes  has  not  been  offi- 
cially prescribed.  Because  the  documentation  time  has  been  left 
unspecified,  the  observed  time  was  used  for  both  the  DA  Directed 
and  Base  Case.  Current  policy  and  practice  requires  documentation 
of  the  December  and  June  ARPRiNTs;  the  March  and  September  ARPRINTs 
are  not  documented  by  TRADOC. 

(4)  The  field  was  directed  to  document  FAS  changes  In  VTAADS 
within  45  days  after  receipt  of  FAS  (Case  1).  Not  all  FAS  actions 
are  documented;  those  actions  which  are  documented  enter  VTAADS 
two  and  a half  months  after  the  FAS  (Case  2). 

(5)  DA  directs  documentation  of  only  the  May  PBC,  particu- 
larly for  the  budget  year,  to  support  program  development  pro- 
cesses. The  UA  Directed  Case  Includes  documentation  of  the  May 
PBG  (current  and  budget  years)  by  the  end  of  September.  The  Base 
Case  was  constructed  with  that  documentation  entering  VTAADS  In 
the  following  April.  April  was  selected  because  that  Is  when  most 
of  the  budget  year  changes  have  reached  DA  (more  than  50  percent). 

d.  Use  of  Documentation.  The  principal  direct  uses  of  TAADS 
Information  are  the  preparation  of  PERSACS,  LOOSACS,  and  Pass  Re- 
cord tape;  the  IIU/AAO,  equipment  validation  reports,  ARPRINT  and 
POMCUS/TAADS  process  all  use  SACS  information.  In  both  Case  1,  DA 
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Directed  and  Case  2,  Base  Case,  the  schedules  for  the  processes 
which  use  the  TAADS  information  are  the  same.  Figure  b-4  illus- 
trated when  these  processes  extract  information  from  TAADS  and  the 
elapsed  time  to  complete  these  processes. 

(1)  LDCSACS:  This  process  precedes  the  preparation  of  an 

equipnfent  va1 idation  report  and/or  the  development  of  the  Major 
Item  Distribution  Plan  (MIDP).  Beginning  in  July  1977,  the  LOG- 
SACS  is  initiated  in  October,  January,  April,  and  July.  The  cur- 
rent preparation  time  of  approximately  'i  months  was  used  in  both 
Cases  1 and 

(2)  IIQ/AAO.  This  process  assimilates  LOGSACS  data  in  the 
preparation  of  the  AAO  portion  of  the  annual  POM.  The  IIO  is 
drawn  from  the  October  LOGSACS. 

(3)  Equipment  Validation  Reports.  These  reports  serve  as 
the  basis  for  approving  equipment  requisitions.  The  automated 
copies  of  the  reports  take  3 weeks  to  prepare  and  are  drawn  from 
the  quarterly  LOGSACS. 

(4)  PERSACS.  The  process  for  generating  personnel  authori- 
zations in  consonance  with  the  FAS  structure  begins  around  the 
20th  day  of  each  month  and  is  completed  by  the  10th  of  the  follow- 
ing month. 

(5)  Pass  Record.  This  is  a magnetic  tape  copy  of  the  latest 
authorizations  in  tAADS  which  is  forwarded  to  the  field  for  use  in 
the  personnel  requisition  processes. 

(6)  ARPRINT.  The  training  program  is  prepared  quarterly 
using  input  from  the  PERSACS  completed  in  November,  February,  May 
and  August.  Only  the  ARPRINT  issued  in  December  and  June  require 
revised  documents  from  TRADOC. 

(7)  POMCUS  TAADS.  This  process  provides  an  annual  update 
list  of  the  FORSCOM  units  and  the  equipment  for  those  units  pre- 
positioned in  Europe.  The  current  POMCUS  TAADS  network  is  synchro- 
nized with  the  October  LOGSACS. 

e.  Comparison  of  Key  Milestones.  In  the  following  tables  the 
critical  milestone  dates  associated  with  the  key  processes  in  the 
DA  Directed  Case  1 and  the  MOC  Base  Case  are  compared.  The  Base 
Case  (Case  2)  will  be  used  as  a reference  point  tor  comparison 
with  the  subsequent  alternative  schedules. 

(1)  Table  5-3  includes  both  the  dates  of  issue  and  comple- 
tion of  documentation  for  each  process. 
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(a)  Many  of  the  dates  for  processes  are  the  same  1n  both 
cases;  e.q.,  MOS  update  1s  Issued  7 February  1977  and  documented 

15  March  1977. 

(b)  The  first  example  of  a difference  between  the  cases  Is 
In  the  documentation  of  the  7 March  1977  TOE  changes  (process  3). 

In  Case  1 all  TOE  change  documentation  is  completed  by  11  August  1977; 
In  Case  2 the  completion  of  USAREUR  documentation  is  extended  to 

16  February  1978. 

(c)  The  subparagraphs  under  process  3,  TOE  change,  reflect 

a series  of  feeder  processes  which  directly  or  indirectly  Influ- 
ence the  TOE  change  process.  A number  of  these  feeder  processes 
are  not  evident  In  Figures  5-3  and  5-4;  however,  these  processes 
have  a significant  role  In  generating  authorization  changes  (see 
Appendix  D).  The  scheduling  relationship  between  these  feeder 
processes  Is  Illustrated  In  Table  5-3  in  the  progression  of  dates 
from  line  3c  through  3b  and  3a  to  line  3:  BOIP-I  feeds  BOIP-II; 

BOIP-II  feeds  SB;  SB  feeds  TOE  change. 

(d)  In  process  5,  ARPRINT,  only  the  June  and  December 
ARPRINTs  are  documented.  The  20  March  and  20  September  ARPRIflTs 
provide  training  load  trend  Information  to  TRAUOC  and  support  the 
recruiting  program.  See  Chapter  4,  paragraph  4-4d  for  a discus- 
sion of  this  subject. 

(2)  Table  5-4  Indicates  the  start  and  completion  dates  for 
the  processes  which  use  documentation  Information. 

(a)  The  IIO/AAO  and  equipment  validation  processes  are 
dependent  on  the  completion  of  LUOSACS.  The  most  critical  LODSACS 
begins  11  October  and  Is  completed  5 December;  this  LOGSACS  sup- 
ports the  annual  IlO/AAO  equipment  program  for  the  May  POM.  The 
other  LOGSACS  and,  therefore,  the  equipment  validation  reports  are 
sequenced  to  begin  quarterly  after  the  11  October  start  date  for 
LOGSACS. 

(b)  The  ARPRINT  begins  with  the  completion  of  PERSACS. 

The  ARPRINT  cycles  overlap  themselves;  before  the  November  ARPRINT 
Is  completed  on  20  March,  preparation  for  the  next  ARPRINT  is  be- 
gun on  10  February.  When  the  PERSACS  preparation  time  is  added  to 
the  ARPRINT  preparation  time,  the  data  in  the  ARPRINT  going  to 
TRADOC  Is  b months  old. 

(c)  The  other  processes  begin  directly  from  TAADS. 

f.  Impact  of  Schedules.  Computer  assisted  analysis  of  the 
models  for  the  two  management  system  schedules  provided  a basis 
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Comparison  of  Change 
Process  Milestones 


Processes 

Case  1 

Case  2 1 

Issued 

Documented 

Issued 

Documented 

1.  MOS  Update  (Army-wide) 

7 Feb  77 

15  Mar  77 

7 Feb  77 

15  Mar  77 

■1 

2.  Equipment  SB  (Aripy-wlde) 

n 

in 

■ll 

smim 

■i-wmji 

ii-s-'fivia 

3.  Toe  change 
Army-wide 
USAREUR  only 

a.  Feeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

loimerclal  Items 
BOIP  II 

c.  Feeder  to  BOIP  11 

BOlP.l . 

7 Mar  77 

in 

n 

timnSim 

iHtniMa 

fdRUFffia 

^Himn 

HiHnn 

nmm 

hmh 

n 

n 

n 

nii7i:nn 

N/A 

9 Nov  76 

■n 

9 Nov  76 

N/A 

W/A  . 

Hjjjl 

MIIMj 

4.  TOE  chanqe 
Army-wide 
USARtUR  only 

a.  Feeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

ronmerclal  Items 
BOIP  II 

c.  Feeder  to  BOIP  11 

. - . aOiP  1 . . 

5 Sep  77 

14  Dec  77 

5 Sep  77 

14  Dec  77  1 

UXOBUB 

iHPriiiiB 

I^HHnH 

IHnH^H 

nnmm 

mnHB 

mnHm 

8 Aug  77 

8 Auq  77 

N/A 

B Aug  77 

N/A 

N/A 

M 

N/A 

9 Feb  77 

N/A 

9 Feb  77 

N/A 

Hllll 

M 

14  Aun  7S 

N/A 

5.  ARPRINT  (TRAOOC  only) 

20  Mar  77 

_ _ N/A 

H/A 

20  Jun  77 

nvmiai 

^IVllRnB 

(vllRlml 

N/A 

N/A 

iPiimnB 

15  Anr  78 

6.  lAS^'  .... 

45  days 

iBnmH 

1.  PBG 

RIMHi 

fl^n 

MMi 

wmfm 

KliBW 

(FVlMWiiB 

am 

1 

- N/A  ,1 

?WTwni 

raj-iy/x 

*'^Entrtps  may  Indicate  time  of  month,  or  number  of  worklnq  days  normally  rniulred, 
If  specific  date  not  shown. 
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Table  5-4.  Base  Case/Case  1:  Comparison  of  Milestones  in  the 

Documentation  Use  Processes 


Processes 

Case  : 

i 

Case  2 

Started 

Completed 

Started 

Completed 

i 

iLOnSACS 

mm 

1 Aor  77 

3 Jun  77 

11  Jul  77  1 

2 Sep  77 

1 Jul  77 

2 Sep  77 

5 Dec  77 

3 Oct  77 

5 Dec  77 

IIU/AAO 


5 Dec  77  I Apr  78!  5 Dec  77  Apr  78 


Equipment  Validation  > 3 Jun  77 


PERSACS^-' 


Pass  Record--'^ 


2 Seo  77 


20th  curr  |10th  next  I 20th  currjlOth  next 


1st  curr 


ARPRINt 


1st  curr 


10  Nov  76  1 20  Mar  77 


20  Mar  77 


16  Aug  77 


POMCUS/TAADS 


-'^Eptries  indicate  day  of  the  month  (current  or  rtpxt),  unless 
specific  dates  are  shown. 
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for  Investigating  the  sequencing  of  the  processes  and  the  differ- 
ences between  DA  directed  process  times  and  the  observed  process 
times. 

{!)  Analysis  of  the  OPTIMA  llUU  generated  schedule  for  the 
DA  directed  documentation  times  (Case  1),  assuming  documentation 
Is  possible  within  those  times,  uncovered  a synchronization  prob- 
lem regarding  the  training  programs. 

(a)  Army-wide  budget  year  changes  would  be  documented  at  DA 
In  September,  twelve  months  before  the  beginning  of  the  next  fis- 
cal year.  However,  the  first  DA-produced  ARPRINT  to  Include  that 
budget  year  documentation  would  be  Issued  In  March;  this  ARPRINT 
does  not  require  TRADOC  documentation.  The  next  ARPRINT,  Issued 
In  June,  would  require  TRADOC  documentation.  Using  the  estimated 
3+  months  for  ARPRINT  documentation,  the  first  time  TRADOC  train- 
ing TDAs  would  be  revised  based  on  September  field  Input  Is  Oct- 
ober of  the  following  year.  TRADOC  documentation  In  October  does 
not  provide  any  lead  time  for  requisitioning  personnel  or  equip- 
ment (unless  the  TDA  effective  dates  are  for  the  latter  part  of 
the  fiscal  year).  Figure  b-b  illustrates  the  combination  of  pro- 
cesses and  sequencing  which  results  In  this  ARPRINT  schedule 
oroblem.  (See  Chapter  4,  paragraph  4-4d  for  detailed  discussion 
of  documentation  of  ARPRINT). 


Figure  b-b.  Budget  Year  Training  Program  Development  and 


(b)  TRADOC  needs  an  ARPRINT  which  reflects  Army-wide  mili- 
tary personnel  training  requirements  at  least  six  months  prior  to 
the  beginning  of  the  next  fiscal  year  In  order  to  adjust  the 
training  TDAs  and  requisition  personnel  and  equipment.  However, 
because  of  the  sequencing  of  processes  Illustrated  In  Figure  B-b, 
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Case  1 would  not  fulfill  that  requirement;  the  first  ARPRINT  pro- 
duced which  Includes  budget  year  documentation  and  requires 
TRADOC  TDA  revisions  Is  Issued  In  June  (only  3 months  prior  to  the 
next  fiscal  year).  The  Base  Case  retains  this  same  ARPRINT  pro- 
duction schedule  problem.  This  Is  one  of  the  first  problems  ad- 
dressed In  the  MOC  alternative  schedules,  paragraph  5-4. 

(2)  The  Base  Case  reflects  the  current  authorization  manage- 
ment schedule.  It  evolved  because  of  the  MACOMs  inability  to  re- 
spond to  all  the  change  guidance  in  the  times  prescribed.  The 
MACOMs  apparently  establish  their  own  priorities  for  documentation 
of  changes;  the  frequent  result  is  that  documentation  for  the  bud- 
get year  Is  deferred.  Based  on  MOC  study  research  and  data  col- 
lection, It  appears  that  the  MACOMs  first  document  technical 
changes  (MOS,  SB,  TOE  changes)  and  the  Informal  "other"  changes 
for  the  current  year.  Most  of  the  budget  year  documentation  Is  In 
TAADS  by  April  Instead  of  the  preceding  September  (the  DA  directed 
date).  However,  budget  year  documentation  12  months  before  the 
next  fiscal  year  begins  Is  essential  to  the  Army  for  generating 
accurate  program  requirements.  Specifically,  September  documenta- 
tion Is  the  primary  Input  to  the  IIQ/AAO  processes  supporting  POM 
development  and  the  ARPRINT  supporting  the  following  year's  train- 
ing and  recruiting  programs. 

(3)  The  remainder  of  this  chapter  analyzes  alternative  cases 

addressing  synchronization  actions  to:  remedy  the  ARPRINT  and 

IIQ/AAO  problems  discussed  in  the  preceding  subparagraph;  reduce 
the  frequency  of  change  guidance  to  MACOM;  and  reduce  the  number 
of  document  changes  to  units. 

5-3.  Case  3:  ANNUALI7ED  CHANGE.  This  alternative  (Case  3)  is  at 

the  opposite  end  of  the  scheduling  frequency  spectrum  from  the  Base 
Case,  In  the  Base  Case,  the  frequency  of  changes  exceeds  the 
field's  ability  to  react  In  the  prescribed  times.  In  this  case, 
the  frequency  of  changes  and  documentation  of  changes  are  limited 
to  once  a year.  Each  type  of  change  guidance  is  assumed  Issued 
only  once  a year;  and  the  documentation  of  all  changes  Is  consoli- 
dated at  MACOM  for  a single  submission  to  DA.  The  guidance  Is 
released  sequentially  allowing  adequate  time  between  each  process 
to  permit  the  field  to  respond  to  one  set  of  guidance  at  a time. 

The  change  documentation  Is  submitted  by  the  field  each  September 
to  support  the  annual  program  development  processes.  The  primary 
goal  of  this  alternative  Is  to  minimize  the  frequency  of  revised 
TAADS  documents  going  to  the  HIDE  and  TDA  units.  The  units  re- 
ceive revised  documents  based  on  VTAADS  updates.  If  DA  would  or 
could  accept  and  approve  changes  only  once  a year,  then  the  annual 
frequency  of  revised  documents  to  the  units  would  be  minimized  and 
the  goal  of  Case  3 could  be  achieved.  Revising  documents  only  once 


Am 
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a year  provides  the  units,  the  personnel  managers,  and  the  equip- 
ment managers  with  a stable  authorization  data  base  for  a 12-month 
period.  Ihe  next  three  paragraphs  address  specifically  when: 
the  change  guidance  would  be  released,  the  documentation  would  be 
submitted,  and  the  UA  processes  would  occur  which  use  the  authori- 
zation Information  In  this  alternative.  This  analysis  Is  sup- 
ported by  tables  comparing  the  significant  milestone  dates  to 
those  of  the  Base  Case. 

a.  Issue  of  Change  Guidance.  The  Issuing  schedule  for  most 
change  guidance  In  tnis  alternative  varies  from  the  Base  Care.  In 
Case  3,  the  annual  cycle  would  begin  with  the  Issue  of  the  MOS  and 
equipment  Supply  Bulletin  updates  In  October.  These  would  be  fol- 
lowed by  the  TOE  changes  In  the  Consolidated  Change  Table  (CCT)  in 
December.  The  MACOMs  would  have  until  May  to  concentrate  on  these 
changes  and  any  command  Initiatives.  In  May,  TRADUC  would  be  pro- 
vided the  training  load  Information  in  an  ARPRINT  which  would  be  • 
documented  by  September.  ARPRINTS  for  the  other  three  quarters 
would  be  produced  for  planning  and  recruiting  purposes  only. 

The  FAS  would  be  received  monthly;  but,  the  September  VTAADS  docu- 
mentation update  would  be  keyed  to  the  June  FAS.  In  May,  all  the 
MACOMs  would  receive  annual  resource  guidance  for  documentation  in 
the  PBG.  This  alternative  assumes  all  other  changes  currently 
directed  outside  of  the  formal  change  processes  would  be  Incorpo- 
rated Into  the  PBli,  or  one  of  the  other  formal  guidance  processes. 
The  change  guidance  would  be  used  to  revise  the  coming  fiscal  year 
documents  and  project  document  changes  for  the  fiscal  year  after 
that.  Figure  6-6  Illustrates  the  Issue  dates  for  the  change  pro- 
cesses Included  Tn  this  alternative. 

b.  Documentation  of  Changes.  The  field  would  have  12  months 
between  documentation  submissions  in  which  modifications  for  the 
coming  fiscal  year  and  new  documents  for  the  budget  fiscal  year 
can  be  prepared.  Between  the  submissions,  the  changes  would  be 
accumulated  In  a working  file  at  MACOM.  The  documentation  sched- 
ule for  this  alternative  Is  Illustrated  In  Figure  5-7. 

(1)  The  MOS,  SB,  and  TOE  changes  would  be  released  to  the 
field  early  In  the  twelve-month  cycle.  The  ARPRINT  would  be  re- 
leased quarterly;  however,  only  the  May  ARPRINT  would  be  docu- 
mented. The  FAS  Is  Issued  monthly  for  planning  purposes;  documen- 
tation would  be  prepared  to  support  the  June  FAS.  The  PBG  Is 
Issued  three  times  a year  with  documentation  required  only  for  the 
May  guidance.  All  other  changes  would  be  documented  In  the  Sep- 
tember VTAADS  update. 

(2)  The  revised  or  new  documents  In  VTAADS  would  be  trans- 
mitted to  DA  In  September  to  support  the  program  development 
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Figure  5-7.  Case  3:  Documentation  of  Changes 
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processeSi  Consequently,  the  units  would  receive  authorization 
document  changes  only  once  a year. 

c.  Use  of  Documentation.  Since  the  various  change  guidance 
would  be  documented  only  once  a year,  this  alternative  assumes 
TAADS  authorization  data  would  not  change  between  the  annual  revi- 
sions. Therefore,  the  authorization  information  would  remain  cur- 
rent for  an  entire  year.  As  long  as  the  unit  documents,  and 
therefore  TAADS,  do  hot  change,  the  authorization  Information 
drawn  from  TAADS  In  the  October  SACS  processes  would  remain  valid 
for  an  entire  year.  This  would  produce  the  further  benefit  of 
reducing  the  requirement  to  update  reports  dependent  on  TAADS. 

Figure  5-0  Illustrates  the  start  and  completion  times  computed 
using  OPTIMA  1100  for  the  processes  which  use  the  documentation. 

(1)  The  LOGSACS  Is  Initiated  In  October;  and  an  optional 
LOGSACS  might  be  required  In  April  to  capture  any  unanticipated  or 
exceptional  changes  documented  outside  the  established  cycle.  The 
elapsed  time  for  the  optional  April  LOGSACS  would  be  three  weeks 
versus  the  two  months  for  the  current  October  LOGSACS  (See  Chanter  4, 
paragraph  4-2c).  The  annual  I IQ  for  the  flay  POM  would  continue 

to  be  prepared  from  the  October  LOGSACS.  Equipment  validation 
reports  would  be  prepared  from  every  LOGSACS. 

(2)  The  PERSACS  process  would  be  employed  quarterly  to  sup- 
port ARPRINT  development.  The  ARPRIMTs  would  continue  to  be  pre- 
pared quarterly  to  incorporate  the  latest  gain  and  loss  Informa- 
tion; however,  the  ARPRlNT  development  schedule  would  be  changed 
to  provide  an  ARPRINT  In  May  (for  documentation  In  September  by 
TRADOC). 

d.  Comparison  of  Key  Milestones.  In  the  following  tables  key 
milestone  dates  associated  with  this  case  are  compared  to  the  Base 
Case. 

(1)  For  Table  5-5,  the  followlhg  comments  apply  to  the 
change  guidance  processes: 

(a)  The  documentation  times  for  MOS,  SB  and  TOE  changes 
released  on  B August  have  been  greatly  extended.  In  the  Base 
Case,  MOS  changes  released  on  8 August  were  documented  by  lb  Sep- 
tember; In  this  alternative,  the  27  October  MOS  changes  are  docu- 
mented 30  September  of  the  following  year.  Based  on  MOC  quantita- 
tive analysis,  these  technical  changes  occurring  early  In  the 
cycle  would  not  Interfere  with  the  later  documentation  of  PBG  and 
FAS  guidance  in  the  September  VTAADS  update. 


5-20 


1 


CAA-SR-77-7 

Table  5-5»  Base  Case/Case  3;  Comparison  of  Change  Guidance 
and  Documentation  Process  Milestones 


li  MOS  lipriat«  (Army-M'lde) 


Z.  Equ<p«ent  SB  (Army-wide) 


3.  TOE  change 
Army-wide 
USAREUR  only 

a.  Feeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

Commercial  Items 
BOIP  tl 

c.  Feeder  to  BOIP  11 


4.  TOE  change 
Army-wide 
USAREUR  only 

a.  Feeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

Comnerclal  Items 
BOIP  II 

c.  Feeder  to  BOIP  II 


5.  ARPfllNT  (TRADPC  only) 


Base  Case  (Case  Z)  | Case  3 


Issued  I Documented  I Issued  IDocurented 


I uainvui 


7 Mar  77  I 13  Jun  77  |l4  Dec  76  |3C  Sep  77 


ZOMir  77  I N/ft 


Oct  77 


IBfiliBMMMH 


HinaCTiMii 

HaiEOUfll 

KasHtmail 


■■IB 

mtmistnmum  i — 


I *'^Entrles  may  Indicate  time  of  monthi  or  mimher  of  working  days  normally  required, 
' If  specific  date  not  shown. 
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(d)  Tne  puolicdtioM  of  ARPRluF  has  ueen  rescheduled  to 
20  May  to  coincide  with  the  May  manpower  and  resource  auidance  and 
still  ensure  adequate  working  time  for  documentation  in  the  Sep- 
tember VTAAUS. 


(2)  Table  b-b  provides  an  outline  of  the  key  dates  asso- 
ciated with  the  processes  which  use  authorization  documentation. 

(a)  The  frequency  for  updates  to  the  LOGSACS,  equipment 
validation  report  and  Pass  Record  tape  has  been  reduced  from  that 
of  the  Base  Case  due  to  the  once  a year  schedule  for  TAADS  update 
and  the  subsequent  authorization  document  stability  for  the  units. 

(b)  The  PERSACS  production,  in  this  alternative,  occurs 
quarterly  to  support  a quarterly  ARPRINT;  it  begins  around  the 
first  of  each  month  as  opposed  to  the  2Uth  of  the  month  in  the 
Base  Case.  The  first  of  the  month  starting  date  was  computed  by 
the  OPTIMA  model  since  no  workload  requirement  was  identified  to 
delay  PERSACS  initiation  until  the  2Uth  of  each  month. 

(c)  The  start  date  for  the  ARPRIMT  was  computed  by  OPTIMA 
based  on  a requirement  for  a 20  May  completion  date.  This  ARPRINT 
completion  date  was  also  computed  by  OPTIMA  to  permit 
completion  of  documentation  by  30  September.  The  milestones  were 
calculated  using  the  current  documentation  time  estimates. 

e.  Impact  of  Schedule.  Authorization  changes  ii.  Case  3 would 
be  systematically  released  to  the  field,  allowing  adequate  docu- 
mentation preparation  time  between  each  set  of  changes.  The  ac- 
tual revision  of  unit  documents  in  TAADS  would  be  limited  to  once 
a year. 

(1)  The  unit  commanders  could  anticipate  a 12-month  period 
of  stability  between  changes.  If  adequate  effective  date  (EUATE) 
lead  time  is  provided  for  changes,  analysis  of  this  alternative 
indicates  that  the  unit  is  able  to  requisition,  receive  and  train 
with  a force  structure  stable  for  up  to  12  months.  Since  authori- 
zations would  not  change  during  the  year,  the  personnel  and  equip- 
ment authorization  information  for  approving  requisitions  would  be 
valid  for  a year.  Equally  important,  the  documentation  for  the 
budget  year  would  be  subniitteo  twelve  months  before  the  fiscal 
year  begins.  This  would  enhance  the  quality  of  the  program  devel- 
opment processes. 

(2)  It  snould  be  noted  tnat  DA  and  the  MACOMs  would  be  li- 
mited to  one  time  during  the  year  to  introduce  changes.  The  cur- 
rent dynamic  process  permitting  changes  to  be  entered  every  month 
would  be  curtailed.  Exceptions  to  the  annual  documentation  policy 
would  have  to  be  rare  if  the  goals  and  benefits  of  the  Case  3 
schedule  are  to  be  achieved. 
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Table  5-6.  Base  Case/Case  3:  Comparison  of  Milestones  In  the 

Documentation  Use  Processes 


Processes 

Case  3 

started 

Completed 

Started 

Completed 

LOGSACS 

1 Apr  77 

3 Jun  77 

flHHI 

3 Jun  77 

2 Sgd  77 

b Dec  77 

■Eli!3Sm 

Hisnna 

IIO/AAO 

5 Dec  77 

5 Dec  77 

Aor  78 

Equipment  Validation 

3 Jun  77 

mAumkE 

BHHHBli 

HBHHH 

BSES 

HHHHi 

PERSACS^^ 

KRHMISil 

mum 

25  Jul  77 

28  Nov  77 

1 

Pass  Record^-'^ 

RRMH 

HHI 

RRRI 

HHHBHI 

HHHHM 

ARPRINT 

in  Nov  7fi 

RHMH 

HMRI 

in  Fpf)  77 

WimiRWI 

■sJiVilRVlJ 

10  May  77 

20  Sep  77 

25  Jul  77 

2n  Nov  77  1 

lO  Auq  77 

smAanv 

POMCUS/TAADS 

16  Aug  77 

17  Oct  77 

i'^Ehtrles  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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(3)  The  following  six  alternatives  are  designed  to  control 
systematically  the  various  processes  between  the  extremes  of  Case  3 
and  the  frequent  occurrence  of  the  processes  In  the  Base  Case. 

5-4.  CASE  4:  SYNCHRONIZEU  RRObRAM.  Case  4 1 s the  first  In  a 
series  of  alternatives  which  progressively  Incorporate  controls 
and  better  synchronization  within  the  Army  authorization  manage- 
ment system.  The  goals  of  this  alternative  are  to  synchronize 
budget  year  documentation  to  support  the  LOliSACS/llq  processes  and 
to  synchronize  the  PERSACS/ARPRINT  with  that  budget  documentation. 

a.  Overview.  The  DA  directed  date  for  documentation  of  the 
budget  year  (the  end  of  September)  was  analyzed  to  determine  If  a 
more  appropriate  date  could  be  computed.  The  study  found  the  Sep- 
tember date  the  most  advantageous  for  the  following  reasons; 

(1)  DA  requires  7 months  after  the  receipt  of  documentation 
to  prepare  the  LOGSACS,  Ilq,  and  AAO  for  the  POM.  The  May  sus- 
pense for  the  POM  submission  Is  an  Immovable  date;  therefore,  if 
details  of  field  implementation  are  to  Influence  the  equipment 
program,  the  documentation  is  required  by  the  end  of  September. 

U)  In  order  for  TRADOC  to  adjust  the  training  TDAs,  requi- 
sition, and  receive  additional  personnel  before  the  beginning  of  a 
fiscal  year,  an  ARPRIMT  Is  required  by  the  end  of  January.  In 
order  to  produce  an  ARPRINT  for  documentation  purposes  by  the  end 
of  January,  OPTIMA  1100  projected  that  budget  year  documentation 
would  be  required  by  the  end  of  August.  Through  the  use  of  the 
OPTIMA  1100  network  analysis  package  and  subsequent  discussions 
with  OUCSPER,  it  was  possible  to  identify  adjustments  to  reduce 
the  ARPRINT  production  time,  thus  permitting  a January  ARPRINT 
based  on  end  of  September  documentation. 

(3)  Another  potential  benefit  of  the  September  documentation 
of  the  budget  year  Is  that  authorization  documents  would  be  based 
on  the  May  PBG  and  therefore  complement  the  Coiiimand  Operating  Bud- 
get Estimates  (COBE).  Authorization  documents  and  COBE  resource 
requirements  would  support  each  other. 

(4)  The  next  three  paragraphs  address  the  specific  months 
for  the  release  of  tlie  change  guidance,  the  documentation  of  the 
changes  and  tne  use  of  the  documented  changes  to  support  DA  and 
asset  manager  actions.  These  paragraphs  are  supported  by  tables 
comparing  significant  milestones  of  this  alternative  to  the  Base 
Case. 


b.  Issuance  of  Change  Guidance.  In  this  alternative  (Case  4), 
the  change  guidance  would  be  released  to  the  field  at  the  same 
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time  as  In  the  Base  Case  except  for  the  ARPRINT.  Figure  6-9  il- 
lustrates the  change  guidance  release  dates. 

(1)  The  MOS  update  and  the  SB  would  be  forwarded  semiannu- 
ally (in  February  and  August),  The  Consolidated  Change  Table 
(CCT)  would  provide  unit  level  TOE  change  guidance  during  the 
months  of  March  and  September. 

(2)  The  ARPRINT  would  provide  TRADOC  with  quarterly  training 
load  projections}  however,  the  release  dates  would  be  changed  to 
January,  April,  July,  and  October.  The  January  ARPRINT  then  pro- 
vides the  key  training  load  information  on  budget  year  require- 
ments; TRADOC  would  revise  TDAs  based  on  this  data.  The  July 
ARPRINT  would  be  the  basis  for  revising  the  earlier  documentation 
just  before  the  beginning  of  the  new  fiscal  year. 

(3)  The  FAS  provides  monthly  force  structure  and  authoriza- 
tion guidance.  The  PBG  is  provided  to  the  field  in  October,  Janu- 
ary and  May;  DA  places  priority  on  and  directs  the  documentation 
of  the  May  PBG.  Any  other  change  guidance  such  as  DA  directives, 
messages,  letters,  and  command  initiatives  must  be  strongly  dis- 
couraged (if  it  interferes  with  the  September  documentation  ef- 
fort) to  assure  the  success  of  this  alternative. 

c.  Documentation  of  Change.  The  analysis  of  dates  for  docu- 
mentation of  the  changes  was  accomplished  assuming  the  same  time 
durations  as  the  Base  Case.  The  documentation  schedule  for  this 
alternative  (Case  4)  is  Illustrated  at  Figure  5-lU. 

(1)  The  semiannual  MOS  and  SB  changes  would  be  documented  in 
the  September  and  March  VTAADS  submissions.  The  September  TOE 
changes  would  enter  VTAADS  between  December  and  the  following  Feb- 
ruary or  as  late  as  the  following  August  for  USAREUR.  USAREUR 
would  document  selected  TOE  change  guidance  by  February.  However, 
complete  USAREUR  consideration  of  the  TOE  changes  does  not  occur 
until  12  months  later.  The  March  TOE  changes  would  be  documented 
in  VTAADS  in  June,  July,  August  and  as  late  as  the  following  Feb- 
ruary for  USAREUR. 

(2)  The  January  and  July  ARPRlNTs  would  be  documented  in  the 
estimated  3 months  elapsed  time  (by  20  April  and  20  October,  re- 
spectively) . 

(3)  The  monthly  FAS  changes  that  are  documented,  would  enter 
VTAADS  two  and  a half  months  after  receipt  of  the  FAS.  The  June 
FAS  should  be  complementary  to  the  May  PBG  and  documented  in  Sep- 
tember. This  alternative  assumes  DA  will  direct  the  field  to 
place  a very  high  priority  on  documenting  the  budget  year  changes 
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In  the  May  PBG  by  the  end  of  September.  To  make  this  alternative 
viable,  the  field  should  b°  informed  that  equipment  data  input  to 
VTAADS  after  September  may  not  be  reflected  in  the  IIQ/AAO  for 
another  year  and,  that  budget  year  personnel  changes  not  docu- 
mented by  September  will  impair  TRADOC's  ability  to  respond. 

d.  Use  of  Documentation.  In  Case  4,  the  cycle  for  most  of  the 
processes  which  use  documentation  would  be  adjusted  from  that  of 
the  Base  Case.  Specifically  adjusted  are  the  non-POM  LOCSACS 
preparation  times  and  the  subsequent  equipment  validation  sched- 
ules; the  PERSACS  and  ARPRINT  schedules;  and  the  ARPRINT  prepara- 
tion times.  Figure  5-11  Illustrates  the  processes  which  use  the 
documentation. 

(1)  The  LOUSACS  would  continue  to  be  prepared  quarterly. 

The  October  LOOSACS  supiports  the  1 10  for  the  POM  and  the  equipment 
validation  processes  and  their  preparation  times  differ  from  the 
Base  Case.  The  LOGSACS  prepared  in  January,  April  and  July  are 
abridged  versions  used  to  support  the  equipment  validation  pro- 
cesses. (See  Chapter  4,  paragraph  4-2c  for  a discussion  of  LOG- 
SACS).  The  equipment  validation  processes  are  scheduled  based  on 
the  LOGSACS  completion  dates. 

U)  The  PERSACS  preparation  would  shift  from  the  latter  part 
of  the  month  (as  in  the  Base  Case)  to  early  In  the  month.  The 
PERSACS  completed  in  October  would  incorporate  the  budget  year 
documentation  and  would  feed  the  development  of  the  January 
ARPRINT.  The  ARPRINT  preparation  time  is  assumed  reduced  from  79 
to  59  working  days.  Based  on  discussions  with  ODCSPER,  tils  time 
reduction  appears  achievable.  The  training  load  Information  in  the 
January  ARPRINT  would  then  be  used  by  TRAOOC  to  revise  TOA  docu- 
mentation and  requisition  appropriate  personnel  and/or  equipment. 
The  next  ARPRINT  which  requires  a documentation  update  would  occur 
in  July;  the  April  and  October  ARPRINTs  would  be  for  TRAOOC  plan- 
ning purposes  and  to  support  recruiting  efforts. 

(3)  The  preparation  and  release  times  for  the  Pass  Record 
and  POMCUS  TAADS  tapes  remain  unchanged. 

e.  Comparison  of  Key  Milestones.  In  the  following  material, 
the  critical  milestone  dates  associated  with  Case  4 are  compared 
to  the  Base  Case.  The  significant  changes  are  highlighted  below: 

(1)  in  Table  5-7,  the  ARPRINTs  for  documentation  are  re- 
leased to  TRAOOC  on  18  July  and  17  January  in  Case  4 vs  20  June 
and  20  Oecember  for  the  Base  Case.  The  documentation  of  the  Janu- 
ary ARPRINT  in  Case  4 is  completed  at  virtually  the  same  time  as 
the  base  Case  December  ARPRINT;  Case  4 incorporates  the  September 
Army-wide  budget  year  documentation  while  the  Base  Case  does  not. 
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Table  5-7.  Base  Case/Case  4;  Comparison  of  Change  Guidance 
and  Documentation  Process  Milestones 


Proc«j*M 


1.  MDS  Updit*  (Amy-wldt) 


Z.  Equipment  SB  (Anqy-wlde) 


3.  TOE  ehenge 
Anqy-wlde 
USAREUR  only 

I.  Eeeder  to  tOE  chinge 

MOS  update 
Equipment  SB 

b.  Eeeden  to  Equipment  SB 

Commercial  Items 

aoip  n 

c.  Eeeder  to  BOtP  II 


4.  TOE  change 
Army-wide 
USAREUR  only 

a.  Eeeder  to  TOE  change 

HOS  update 
Equipment  SB 

b.  Eeeder  to  Equipment  SB 

Comnerclal  Items 
BOIP  II 

c.  Eeeder  to  BOIP  tl 


5.  ARPRtNT  (TRADOC  only) 


Base  Case  (Case  2)  | Cate  a 


Issued  I Documented  I Issued  IDocumente 


-^Entries  may  Indicate  time  of  month,  or  number  of  working  days  normally  requirwd, 
If  specific  date  not  shown. 
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(2)  In  Table  5-8,  the  Case  4 PERSACS  process  starts  at  the 
beginning  of  each  month  to  capitalize  on  the  VTAADS  documentation 
received  the  previous  month.  This  permits  the  ARPRINT  development 
process  to  start  approximately  2U  days  earlier  then  In  the  Base 
Case. 

f.  Impact  of  Schedule.  By  requiring  the  receipt  of  budget 
year  documentation  Iz  months  prior  to  execution  and  then  synchron- 
izing the  personnel  processes,  both  the  equipment  and  training 
programs  will  benefit. 

(1)  Early  receipt  of  documentation  pertaining  to  the  budget 
year  will  provide  a more  accurate  foundation  on  which  to  develop 
the  Army's  program.  Por  example,  in  Case  4,  TRADOC  would  have 
budget  year  training  load  Information  reflecting  documented  unit 
changes  5 months  earlier  than  In  the  current  Base  Case  (January  vs 
June  ARPRINT). 

(2)  This  alternative  creates  additional  workload  for  all  the 

MACOMs  to  document  the  budget  year  by  the  end  of  September.  Com-  > 

pared  to  the  Base  Case,  no  processes  for  providing  guidance  are 
reduced  or  rescheduled.  Informal  change  guidance  such  as  tele- 
phone calls,  messages,  letters,  and  command  initiatives  during  the 
peak  workload  period  associated  with  the  September  VTAADS  should 
be  strongly  discouraged  to  assure  the  success  of  this  alternative. 

(3)  The  next  Case  proposes  a rescheduling  action  to  relieve 
the  MACOMs  of  selected  workload  until  after  the  budget  year  docu- 
mentation Is  completed. 

5-5.  CASE  5:  RESCHEDULED  TECHNICAL  CHANGE.  The  goal  of  this 
alternative  (Case  5)  Is  to  provide  the  field  more  time  to  revise 
their  authorization  documents  pertaining  to  the  budget  year.  In 
order  to  accomplish  this  goal,  three  processes  for  providing 
change  guidance  would  be  rescheduled  to  minimize  conflict  with 
preparation  of  the  budget  year  documentation  in  the  September 
Waads  update.  The  change  processes  rescheduled  are  the  MOS  up- 
date, the  equipment  Supply  Bulletin  (SB),  and  the  TOE  change  (Con- 
solidated Change  Table).  The  number  of  working  days  required  to 
document  these  changes  Is  assumed  to  be  the  same  as  the  Base  Case; 
the  receipt  of  the  VTAADS  documentation  by  TAADS  has  been  shifted 
to  reflect  the  later  release  of  guidance.  All  other  authorization 
management  actions  remain  the  same  as  in  Case  4.  The  next  three 
subparagraphs  address  the  specific  months  for  the  release  of  the 
change  guidance,  the  documentation  of  the  changes  and  the  use  of 
the  documented  changes  to  support  DA  and  asset  manager  actions. 

These  paragraphs  are  followed  by  tables  of  significant  milestones. 
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Table  5-8.  Base  Case/Case  4:  Comparison  of  Milestones  In  the 

Documentation  Use  Processes 


Processes 


Base  Case  (Case  2 


Case  4 


Started  I Completed  I Started  I Completed 


LOGSACS 


m/m 


1 Apr  77  I 3 Jun  77  I 1 Apr  77  | 3 Jun  77 


2 Sep  77  I 1 Jul  77  I 2 Sen  77 


I 


5 Dec  77 


Equipment  Validation  I 3 Jun  77 


PERSACS^ 


Pass  Record^ 


5 Dec  77  I Apr  70 


3 Jun  77 


Sep  7 


7 Mar  7 


20th  curr  llOth  next  I 1st  curr|20th  curr 


ARPRINT 


20  Nov  76l  20  Mar  71  20  A 


wiwwiwj 


26  Mav  771  20  Sep  7 


POMCUS/TAADS 


16  Aug  77 


16  Aug  77 


-^Entries  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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a.  Issuance  of  Change  Guidance.  In  Case  5,  the  release  dates 
for  the  MOS  update,  the  SB,  and  the  TOE  change  would  be  adjusted 
to  occur  after  the  completion  of  the  budget  year  VTAADS  submis- 
sion. Figure  5-12  Illustrates  the  release  dates  for  Case  5. 

(1)  The  MOS  update  and  SB  release  dates  would  be  shifted 
from  August  to  September  (and  from  February  to  March);  the  Base 
Case  release  dates  conflict  with  field  preparation  of  the  documen- 
tation foh  the  budget  year.  Tlie  MOS  and  SB  semiannual  guidance 
reflect  the  respective  personnel  and  equipment  changes  which  have 
been  accumulated  since  the  previous  updates.  In  this  revised 
schedule,  adjusting  the  release  date  of  the  MOS  and  SB  guidance 
would  entail  primarily  adjusting  their  respective  cut-off  dates  to 
conform  to  the  new  cycle.  The  volume  and  type  of  workload  for 
preparation  of  the  MOS  and  SB  updates  would  remain  unchanged  from 
the  Base  Case;  the  publication  preparation  events  would  be  resche- 
duled to  occur  one  month  later  than  the  Base  Case. 

(2)  The  release  of  the  TOE  changes  In  Case  b has  been  ad- 
justed from  September  to  October  (and  from  March  to  April).  The 
TOE  change  guidance,  like  the  MOS  and  SB  updates,  provides  a con- 
solidated accumulation  of  six  months  of  technical  guidance.  In 
addition  to  newly  developed  doctrinal  changes,  the  TOE  change 
guidance  would  Include  the  latest  MOS  and  SB  changes.  That  semi- 
annual guidance  (CCT)  Is  currently  released  early  in  September, 
the  same  month  the  Initial  budget  year  documentation  Is  due  at  DA. 
The  proposed  adjustment  to  the  release  date  would  have  no  antici- 
pated Impact  on  volume  and  type  workload  at  TRADOC  1n  preparing 
the  CCT;  the  publicatloh  preparation  events  would  be  rescheduled 
to  occur  a month  later  than  the  Base  Case. 

(3)  The  release  of  the  FAS,  ARPRINT  and  PBG  for  documenta- 
tion would  remain  the  same  as  In  Case  4.  The  FAS  provides  monthly 
force  structure  and  authorization  guidance;  the  ARPRINT  would  pro- 
vide TRADOC  with  quarterly  training  projections  In  January,  April 
July  and  October.  As  proposed  In  Case  4,  the  January  and  July 
ARPRINTS  would  be  the  two  which  require  documentation.  The  PBG 
would  be  provided  to  the  field  In  October,  January  and  May;  docu- 
mentation of  guidance  for  the  budget  year,  to  Incorporate  the  May 
PBG,  would  be  mandatory.  Issue  of  all  other  change  guidance 
should  be  discouraged  during  times  when  it  conflicts  with  the 
field's  efforts  at  updating  the  budget  year  documentation. 

b.  Documentation  of  Change.  As  a result  of  the  adjustments  to 
the  change  guidance  release  schedule,  corresponding  adjustments 
were  computed  for  the  schedule.  The  elapsed  time  (working  days) 
for  the  documentation  of  changes  In  the  various  processes  Is  as- 
sumed to  remain  the  same  as  In  Case  4.  The  documentation  calendar 
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for  the  processes  as  analyzed  in  thi^  Case  is  illustrated  in 
Figure  5-13. 

(1)  The  receipt  of  the  VTAAUS  documentation  for  the  MOS  up- 
date, SB,  and  TOE  change  would  be  adjusted  to  reflect  the  later 
receipt  of  guidance.  The  MOS  and  SB  changes  are  documented  in 
October  and  April  (for  the  September  and  March  release  of  changes, 
respectively).  The  October  TOE  changes  would  be  documented  in 
VTAADS  during  January,  February,  March  and  in  the  case  of  OSAREliP, 
the  following  September.  The  April  TOE  changes  would  be  documented 
in  VTAADS  during  July,  August,  September  and  again,  in  the  case  of 
USAREUR,  the  following  March. 

(2)  The  schedule  for  documentation  of  the  FAS,  ARPRINT  and 
PB(j  remains  the  same  as  in  Case  4.  The  monthly  FAS  changes  that 
are  documented,  would  enter  VTAADS  two  and  a half  months  after 
receipt  of  the  FAS.  The  new  January  and  July  ARPRiNTs  would  be 
documented  in  April  and  October,  respectively.  The  May  PBO 
changes  impacting  on  the  budget  year  would  be  documented  by  mid- 
September.  Other  change  guidance  in  the  form  of  DA  directives, 
messages,  letters,  and  command  initiatives  should  be  deferred  un- 
til after  the  budget  year  documentation  is  completed. 

I 

c.  Use  of  Documentation.  The  cycle  for  the  processes  using 
! the  documentation  is  shown  in  Figure  5-14  and  remains  unchanged 

‘ from  Case  4 (see  paragraph  5-4d). 

I d.  Comparison  of  Key  Milestones.  The  following  materiel  dis- 

cusses the  critical  milestone  dates  associated  with  this  alterna- 
I tive  and  compares  them  to  the  Base  Case. 

^ (1)  In  Table  5-9  dates  are  for  Issuing  the  guidance  and 

documenting  the  MOS  update,  the  SB,  and  the  TOE  change  differ  from 
the  Base  Case. 

(2)  Table  5-10  lists  comparative  dates  for  Case  5 and  the 
Base  Case.  In  the  processes  which  use  the  documentation,  the  sig- 
nificant dates  are  the  same  as  discussed  in  paragraph  5-4e.  The 
January,  April  and  July  LOOSACS  and  the  subsequent  equipment  vali- 
dation process  schedules  are  adjusted. 

e.  Impact  of  Schedule.  The  documentation  workload  in  the 
field  is  redistributed  by  the  rescheduling  of  selected  change 
guidance.  This  rescheduling  defers  certain  workload  to  provide 
more  time  to  document  the  budget  year  changes  by  the  September 
VTAAUS  submission  date.  This  alternative  redistributes  the  work- 
load without  any  change  to  the  annual  quantity  of  work. 
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Figure  5-13.  Case  5:  Documentation  of  Changes 
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Table  5-9.  Base  Case/Case  5:  Comparison  of  Change  Guidance 
and  Documentation  Process  Milestones 


B«ie  Case  (Case  1)  I Case  S 


ssued  lOocuniented  I Issued  lOocumente 


1.  NOS  Update  (Army-wide) 


2,  tquipmept  SB  (Artny-wlde) 


3,  TOE  change 
Army-wide 
USAREUR  only 

a.  Eeeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Eeeder  to  Equipment  SB 

Cotinerclal  Items 
BOIP  tt 

c.  Eeeder  to  BOIP  II 
1 


4.  TOE  change 
Army-wide 
USAREUR  only 

a.  Eeeder  to  TOE  change 

MOS  update 
Equipment  SB 

bi  Eeeder  to  Equipment  SB 

Conmerclal  Items 
BOIP  II 

c.  Eeeder  to  BOtP  It 

— I 


5.  ARPRINT  (TRADOC  only) 


7 Eeb  77  1 15  Mar  77  I 14  Mar  77l  15  Apr  77 


B-wyM  ■aOTwi 
KIJfTVAa  HCfTWa  vnvM 


7 Mar  77  113  Jun  77  I 11  Apr  77l  13  Jul  77 


luviimm 


7 Eeb  77  I N/A  I 14  Mar  77 1 N/A 


iRiTiaaM 


ISI.WT»£f 


liWBn»i:I 

itmoiBiji 


9 Oct  77 


N/A 

N/1 

1 

i w.cnjMJ 


WKmmm 


WiPni»>aiaiiTO>Mfr:M<B»j 
— HiWW  itJHiPj:! 

IIW-niM 


»1»B  W KMigniAi 

wpnmn  Mtn. 


-^Entries  may  Indicate  time  of  month,  or  number  of  working  days  normally  required 
If  specific  date  not  shown. 
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Table  5-10.  Base  Case/Case  5.‘  Comparison  of  Milestones  In  the 
Documentation  Use  Processes 


Processes 

Base  Case  (Case  2) 

Case  5 

Started 

Completed 

Started 

Completed 

LOGSACS 

HPIRI 

BIHHI 

imm 

nunrai 

mBsmm 

18  Jul  77  1 

3 Oct  77 

5 Dec  77 

3 Oct  77 

7 Mar  78 

3 Jan  78 

2C  Jan  78 

m/m 

IIHIHI 

Apr  78 

Equipment  Validation 

mm 

BBHB 

BHsoaia 

I 18  Jul  77 

W»liF1i«a 

PERSACS^ 

20th  curr 

loth  next 

1st  curr 

20th  curr 

Pass  Record^/ 

1st  curr 

ARPRINT 

20  Nov  76 

20  Mar  77 

20  Apr  77 

18  Jul  77 

■jwwnam 

RilQffKB 

BltliRUfl 

mmmm 

17  Jan  78 

RiHRRmi 

17  Apr  78 

POMCUS/TAADS 

16  Aug  77 

16  Aug  77 

-^Entries  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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(1)  Based  on  the  analysis  of  this  alternative,  revisions  to 
Issue  dates  for  three  processes  occur:  the  MOS  update  at  MiLPERCEN, 
the  SB  at  DESCOM,  and  the  TOE  change  (CCT)  at  TRADOC,  However, 
the  Impact  would  be  adjusting  to  a new  calendar  only;  no  adjust- 
ment to  the  procedures  are  anticipated  for  any  of  the  processes. 

(2)  The  next  case  proposes  rescheduling  the  VTAADS  documen- 
tation of  the  MOS,  SB  and  TOE  change  guidance  to  reduce  the  freq- 
uency of  document  changes  for  MTOE  and  TDA  units. 

5-6.  CASE  6:  CONTROLLED  TECHNICAL  CHANGE  DOCUMENTATION.  This 

alternative  (Case  6)  Incorporates  all  of  the  scheduling  modifica- 
tions analyzed  In  the  preceding  two  Cases.  The  prior  Cases  syn- 
chronized budget  year  documentation  processes  and  then  rescheduled 
change  guidance  conflicting  with  the  field's  effort  to  prepare 
that  budget  year  documentation.  The  goal  of  Case  6 Is  to  reduce 
the  frequency  of  revised  authorization  documents  for  MTOE  and  TDA 
units. 

a.  Overview.  The  frequency  of  changes  to  unit  documents  Is  a 
direct  function  of  the  VTAADS  update  cycle.  Currently  VTAADS  Is 
updated  at  least  monthly  because  of  the  schedule  for  receipt  of 
change  guidance  requiring  documentation.  With  the  monthly  update, 
units  are  vulnerable  to  change  every  month. 

(1)  A first  step  In  reducing  how  often  the  units  are  actu- 
ally subject  to  document  changes  Is  the  accumulation  of  the  docu- 
mentation guidance.  Currently,  an  affected  unit's  authorization 
document  must  be  changed  within  a month  after  the  MOS  update  and 
SB  are  Issued  and  within  6 months  after  TOE  changes  (CCT 
Issuance);  as  Indicated  In  Chapter  2,  the  TOE  changes  are  supposed 
to  reflect  the  MOS  and  SB  updates.  Therefore,  redundant  require- 
ments for  documentation  can  occur.  In  addition,  the  unit  Is  vul- 
nerable to  FAS  changes,  the  Informal  change  guidance  from  DA  di- 
rectives, messages,  letters,  and  MACOM  or  unit  Initiatives  which 
occur  every  month. 

(2)  To  achieve  the  goal  of  reducing  the  frequency  of  revised 
authorization  documents,  the  documentation  associated  with  the 
March  MOS  and  SB  updates,  and  the  April  TOE  changes  would  be  sub- 
mitted In  a single,  September  VTAADS  update.  September  was  se- 
lected for  the  following  reasons: 

(a)  A September  update  provides  the  same  elapsed  time  for 
completion  of  documentation  of  the  TOE  changes  as  currently  ob- 
served (Base  Case). 

(b)  A September  update  permits  the  submission  of  these  3 
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types  of  change  In  conjunction  with  the  PBU  documentation.  The 
scnedule  for  all  other  processes  In  this  alternative  would  be  the 
same  as  In  Case  6. 

(3)  The  next  three  paragraphs  address  the  specific  months 
for  the  release  of  the  change  guidance,  the  documentation  of  the 
chahges  and  the  use  of  the  documented  changes  to  support  DA  and 
asset  manager  actions.  These  paragraphs  are  supported  by  tables 
of  significant  milestone  dates  and  an  assessment  of  the  Impact  of 
Case  b. 

b.  Issuance  of  Change  Guidance.  The  release  of  the  various 
change  guidance  would  be  the  same  as  In  Case  5 (see  paragraph 
5-5a;  and  Illustrated  In  Figure  5-15. 

c.  Documentation  of  Change.  The  elapsed  time  (working  days) 
for  the  documentation  of  change  In  Individual  processes  remains 
the  same  as  In  Case  5 (see  paragraph  5-5b).  However,  the  documen- 
tation schedule  of  the  MOS,  SB,  and  TOE  change  processes  have  been 
altered  to  that  Illustrated  In  Figure  5-16.  In  this  alternative 
the  documentation  of  the  MOS  update,  SB,  and  TOE  change  would  be 
limited  to  the  September  and  March  VTAADS  updates.  In  the  Base 
Case  and  the  preceding  alternatives,  the  documentation  of  the 
March  MOS  and  SB  were  scheduled  for  completion  In  April  and  the 
September  changes  are  documented  in  October.  In  this  alternative 
(Case  6),  the  submission  dates  for  documentation  would  shift  to 
September  and  March.  The  documentation  of  ARPRINT,  FAS,  and  PBG 
remains  the  same  as  In  Cases  4 and  5. 

d.  Use  of  Documentation.  Figure  5-17  Indicates  the  cycle  for 
the  processes  which  use  documentation.  The  cycle  remains  the  same 
as  In  Cases  4 and  5 (see  paragraph  5-4d). 

e.  Comparison  of  Key  Milestone.  A comparison  of  the  key  mile- 
stones of  Case  6 with  tne  Base  Case  Indicates  that  the  only  sig- 
nificant changes  are  associated  with  MOS,  SB,  and  TOE  change  pro- 
cesses (see  Table  5-11).  The  MOS  and  SB  would  be  Issued  approxi- 
mately a month  later  than  In  the  Base  Case,  and  documentation 
would  be  received  six  months  later.  Documentation  of  the  TOE 
changes  arrive  only  twice  a year,  on  a fixed  semiannual  schedule. 
In- Table  5-12,  Comparison  of  Milestones  In  the  Documenatation  Use 
Processes,  shows  the  same  dates  as  In  the  preceding  two  Cases. 

( 

f. \  Impact  of  Schedule.  The  analysis  of  this  alternative 
(Case  bT  indicates  a reduction  in  how  often  units  (battalion  and 
other  level)  are  vulnerable  to  specific  change  guidance.  Accumu- 
lating the  SB,  MOS,  and  TOE  Changes  for  the  VTAADS  updates  semi- 
annually, the  units  would  receive  revised  authorization  documents. 
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Figure  5-15.  Cctse  6:  Issuance  of  Change  Guidance 
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Figure  5-17.  Case  6:  Processes  That  Use  Documentation 


CAA-SH-77-7 

Table  5-1.1,  Base  Case/Case  6:  Comparison  of  Change  Guidance 

and  Documentation  Process  Milestones 


Processes 


Base  Case  (Case  2)  Case  6 

I ssued  I Documented  Issued  iDociimented 


1.  MOS  Update  (flrmy-wlde) 


2.  Equipment  50  (Army-wide) 


j.  lor  change 


Amiy-wlde 


USAREUR  only 


a.  Feeder  to  TOE  change 


MOS  update 
Equipment  SB 


b.  Feeder  to  Equipment  SB 


Coimerclal  Items 

noiP  II 


9 Nov  77 


c.  Feeder  to  BOIP  II 


l»Fl 


'I.  TOE  chanqe 


Army-wide 


USAREUR  only 


a.  Eeeder  to  TOE  chanqe 


MOS  update 
Equipment  SB 


R Ann  77 


b.  Feeder  to  Equipment  SB 


Commercial  Items 
BOIP  n 


c.  Feeder  to  BOIP  II 


. ARPRINT  (TRAOOC  only) 


77  112  Apr  7R 

T"' 


Entries  may  Indicate  time  of  month,  o»*  number  of  ’vorMnq  davs  no»mial1y 


If  specific  date  not  sh(»wn. 
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Table  5-12.  Base  Case/Case  6 : Comparison  of  Milestones  In  the 
Documentation  Use  Processes 


Processes 


Case  6 


Started  I Completed  I Started  I Completed 


LOGSACS 


§ wirimi  I 


Equipment  Validation 


Pass  Record^/ 


ARPRINT 


POMCUS/TAADS 


20th  curr  I 10th  next  1 1st  curr  I 20th  curr 


18  Jul  77 


I HaifinpJrJi 

I WiKT-WiJi  >> 


-^Entries  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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only  twice  a year  from  these  processes  Instead  of  four  times  a 
year  as  In  the  Base  Case. 

(1)  Implementation  of  this  alternative  would  result  In 
greater  stability  of  the  authorization  documents  then  1n  the  Base 
Case.  This  Is  a specific  example  of  how  to  reduce  the  frequency 
and  turbulence  of  continuing  changes  to  unit  authorization  docu- 
ments. At  the  same  time.  DA  receipt  of  SB,  MOS,  and  TOE  documen- 
tation In  the  September  VTAADS  update  will  support  the  llQ/AAO  and 
ARPRINT  program  development  processes  (see  paragraph  5-4d  for  a 
detailed  discussion). 

(2)  This  alternative  (Case  6)  would  result  In  the  documenta- 
tion of  the  MOS  and  SB  changes  occurring  less  quickly  then  at  pre- 
sent. The  field  will  be  responding  to  the  MOS  and  SB  change  guid- 
ance 5 months  later  than  In  the  current  system  (Base  Case)  or  the 
preceding  alternatives.  The  personnel  and  equipment  asset  man- 
agers would  have  to  accommodate  the  five  month  delay  In  receiving 
the  feedback  on  the  Implementation  of  the  guidance.  Effective 
dates  for  compliance  with  the  SB  end  MOS  guidance  would  have  to  be 
specified  by  DESCOM  and  MILPERCEN,  respectively. 

(3)  The  delay  of  the  TOE  change  documentation  will  not  have 
the  same  Impact  since,  TOE  change  documentation  already  takes  up 
to  6 months. 

(4)  The  next  case  extends  control  of  VTAADS  submissions  and 
the  corresponding  changes  In  unit  documents  to  twice  a year. 

5-7.  CASE  7!  CONTROLLED  ALL  CHANGE  DOCUMENTATION.  This  alterna- 
tive (Case  7)  extends  the  controls  on  VTAADS  documentation  and  the 
corresponding  frequency  of  unit  document  changes  postulated  In 
Case  6.  The  goal  of  Case  7 Is  to  reduce  the  number  of  times  dur- 
ing the  year  when  a unit's  authorization  document  can  be  revised 
while  providing  adequate  Implementation  feedback  to  DA. 

a.  (Ivervlew.  This  case  Is  built  on  the  analysis  of  schedule 
sequencing  reported  In  the  preceding  Case.  In  addition  to  the 
schedule  arrangement  of  Case  6,  Case  7 limits  all  VTAADS  updates 
to  only  twice  a year.  As  a result,  only  two  sets  of  changes  to 
unit  documents  would  occur  during  the  course  of  the  year. 

(1)  The  MACOM  would  be  able  to  plan  better  documentation 
revision  schedules  based  on  the  synchronized  flow  of  change  guld- 
nace.  To  affect  this  Imp-Movement,  all  change  guidance  would  be 
applied  to  units  and  accumulated  In  a VTAADS  work  file  at  MACOM. 

(2)  This  VTAADS  work  file  would  be  transmitted  to  DA  twice  a 
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year  to  update  TAADS;  the  Fall  submission  would  be  In  support  of 
the  OA  programing  requirements.  A Spring  submission  would  update 
the  unit  documents  six  months  prior  to  fiscal  year  execution. 

(3)  The  unit  commander  would  be  provided  document  stability 
for  a six-month  period;  workload  for  administrative  documentation 
requirements,  requisitions  for  new  people  and  equipment,  and  es- 
tablishment of  training  plans  could  be  scheduled  to  a twice-yearly 
receipt  of  authorization  documents. 

(4)  The  next  three  paragraphs  address  the  specific  months 
for  the  release  of  the  change  guidance,  the  documentation  of  the 
changes  and  the  use  of  the  documented  changes  to  support  DA  and 
asset  manager  actions.  These  subparagraphs  are  accompanied  by 
tables  of  significant  milestone  dates  and  followed  by  an  assess- 
ment of  the  Impact  of  this  alternative. 

b.  Issuance  of  Change  Guidance.  The  release  of  the  various 
change  guidance  shown  In  Figure  5-lB  would  be  the  same  as  In  Cases 
5 and  6 (see  paragraph  5-5a). 

c.  Documentation  of  Change.  The  length  of  time  (working  days) 
for  the  documentation  of  changes  In  the  various  processes  remains 
the  same  as  In  Case  6 (paragraph  b-6c)  with  the  exception  of  the 
FAS  and  the  ARPRINT.  See  Figure  5-l9  for  an  Illustration  of  the 
documentation  times  associated  with  this  case. 

(1)  The  MOS  edit,  the  equipment  SB  and  the  TOE  changes  would 
be  documented  In  September  and  March  as  In  Case  6. 

(2)  The  January  ARPRINT  would  have  to  be  documented  by 
TRADOC  In  the  MARCH  VTAADS  update;  the  July  ARPRINT  would  have  to 
be  documented  In  the  September  VTAADS  update.  In  comparison  to 
the  Base  Case,  the  amount  of  time  given  TRADOC  to  document  the 
January  ARPRINT  would  be  about  6 weeks  less  then  documentation  of 
the  December  ARPRINT.  Table  5-13  highlights  the  difference  between 
documentation  Base  Case  and  Case  7 with  documentation  constrained 
to  March  and  September. 


TABLE  5-13.  ARPRINT  Documentation  Times 


Base  Case 

Case  7 

Issued 

Documented 

Issued  - 

Documented 

20  December 

15  April 

17  January 

29  March 

24  July 

. 15  October 

18  July 

30  September 
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(3)  The  June  FAS  would  be  coordinated  with  and  documented  In 
conjunction  with  the  May  PBG.  The  intent  is  to  document  comple- 
mentary FAS  and  PBG  changes.  Additional  changes  in  the  July  FAS 
would  be  too  late  for  documentation  in  September,  given  the  ob- 
served 2 1/2  month  documentation  time.  The  FAS  changes  from  March 
through  June  would  be  submitted  in  the  September  VTAADS  update. 

The  FAS  changes  from  July  through  F*ebruary  would  be  submitted  in 
the  March  VTAADS  update.  The  February  FAS  was  selected  as  final 
force  guidance  influencing  the  March  VTAADS  update  because  that 
FAS  aligns  with  the  January  PBG.  The  time  for  documenting  the 
February  FAS  would  be  constrained  to  1 1/2  months.  Every  effort 
would  have  to  be  made  to  provide  all  FAS  changes  to  the  field  by 
January.  This  would  reduce  the  workload  associated  with  document- 
ing the  February  FAS. 

(4)  The  May  PBG  changes  for  the  next  two  fiscal  years  (cur- 
rent and  budget)  would  be  documented  by  the  end  of  September. 

(b)  The  documentation  of  all  other  changes  such  as  DA  direc- 
tives, messages,  letters  and  command  initiatives  would  also  be 
restricted  to  the  semiannual  VTAADS  submissions.  Documentation 
of  these  changes  should  not  be  allowed  to  interfere  with  the  bud- 
get year  documentation  by  the  end  of  September. 

d.  Use  of  Documentation.  In  Case  7,  the  schedule  of  the  pro- 
cesses which  use  documentation  were  adjusted  to  conform  to  the 
VTAADS  update  cycle.  Figure  5-2U  illustrates  these  schedules. 

(1)  The  LOGSACS  would  be  prepared  semiannually  in  conjunc- 
tion with  the  TAADS  update.  The  October  LOGSACS  continues  to  gen- 
erate the  IIQ  for  the  POM  as  well  as  support  the  equipment  valida- 
tion process.  The  April  LOGSACS  would  be  limited  to  equipment 
validation  Information  only.  There  would  be  no  additional  re- 
quirement to  update  equipment  validation  reports  since  documenta- 
tion is  reduced  to  a semiannual  update. 

(2)  The  PERSACS  is  Influenced  by  the  manpower  constraints  in 
FAS.  The  PERSACS  is  a feeder  system  for  the  ARPRINT  which  is  re- 
quired quarterly  to  support  the  recruitment  program.  In  this  al- 
ternative, PERSACS  is  reduced  to  a quarterly  process  scheduled  to 
provide  input  to  the  ARPRINT. 

(3)  Ihe  Pass  Record  tape  would  remain  unchanged  between  the 
semiannual  TAADS  update.  This  stability  would  eliminate  the  re- 
quirement to  prepare  it  monthly. 

(4)  There  would  be  no  change  to  the  POMCUS  TAADS. 


5-52 


Processes  That  Use  OocutnerTtatiorr 


p 


CAA-SR-77-7 

e.  Comparison  of  Key  Milestones.  In  the  following  subpara- 
graphs the ‘critical  milestone  dates  associated  with  this  case  are 
compared  to  the  Base  Case. 

(1)  In  Table  b-14,  the  most  prominent  change  Is  that  the 
July  ARPRINT  Is  documented  by  30  September  versus  the  Base  Case 
situation  when  the  June  ARPRIWT  Is  documented  by  15  Oct. 

(2)  In  Table  5-15,  the  ARPRINT  milestones  indicate  the  June 
ARPRINT  preparation  begins  17  April  and  includes  the  March  Army- 
wide  documentation. 

f.  Impact  of  Schedule.  This  alternative  (Case  7)  reduces  the 
annual  frequency  of  authorization  changes  for  the  units  (battalion 
or  any  other  level). 

(1)  The  maximum  number  of  scheduled  authorization  document 
changes  for  a unit  would  be  reduced  to  two  a year.  (The  average 
unit  In  the  Arn\y  had  at  least  6 documents  effective  for  FY  76). 

The  two  required  documentation  changes  would  apply  to  both  the 
current  and  budget  years.  Because  of  the  consolidation  and  syn- 
chronization of  change  guidance  assumed  in  this  alternative,  the 
budget  year  changes  would  be  more  timely  then  in  the  Base  Case. 
This,  and  the  related  stability  of  the  documents,  would  provide 
the  unit  commanders  a better  basis  from  which  to  plan  for  the  fu- 
ture. 

(2)  Hhe  September  documentation  update  of  VTAADS  would  be 
available  at  DA  for  programing  purposes.  However,  to  maintain 
planning  accuracy  and  unit  document  stability,  the  current  flexi- 
bility to  implement  numerous  DA  directed  and  coinmand  initiated 
actions  throughout  the  year  should  be  discouraged.  The  current 
monthly  VTAADS  update  would  become  a semiannual  submission.  Be- 
tween the  March  and  September  VTAADS  update,  DA  would  have  to  en- 
force a policy  of  approving  only  exceptional,  high  priority  docu- 
ment changes.  Without  tight  controls  on  document  changes,  the 
stability  which  this  alternative  attempts  to  establish  would  be 
circumvented. 

(3)  The  next  Case  (Case  B)  adds  to  the  thoroughness  of  the 
Spring  VTAADS  submission  to  DA  by  requiring  documentation  of  the 
January  PBG. 

5-8.  CASE  8:  DIRECTED  JANUARY  PBG  DOCUMENTATION.  Case  8 Incorpo- 

rates the  controls,  rescheduling  and  synchronization  actions  of 
Case  7 and  analyzes  additional  changes  to  provide  more  complete 
document  revisions  to  the  field. 


5-54 


CAA-SR-77‘7 

Base  Case/Case  7:  Comparison  of  Change  Guidance 

and  Documentation  Process  Milestones 


li  MDS  Upditi  (Army-Midt) 


E.  Equlpfwnt  SB  (Arti|y-NldB) 


1.  TOE  ch«ng« 

Army-wldt 
USAREUR  only 

I.  EMdir  to  TOE  thing* 

MOS  upditB 
Equipmant  SB 

b.  Ei«d*r  to  Equlpffwnt  SB 

Contnirdal  Itmi 
BOIP  II 

c.  E**d*r  to  BOIP  It 


4.  TOE  ching* 

Arny-wld* 

USAREUR  only 

I.  P**d«r  to  TOI  ching* 

MOS  updit* 

Equtpitwnt  SB 

b.  Eiadir  to  Equlpmnt  SB 

Comwrclal  U*mi 
BOtP  II 

c.  P*ed*r  to  BOtP  tt 


S.  ARPRINT  (TRAOOC  only) 


^/Entries  niay  Indtcat*  ttm*  of  Month,  Dr  numb*r  of  working  day*  normally  r*qu1r*d 
If  ipicific  data  not  thown. 


Docuawntad 

tasu 

Documant 
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Table  5-15.  Base  Case/Case  7;  Comparison  of  Milestones  In  the 
Documentation  Use  Processes 


Processes 


Case 

7 

1 started 

Completed 

Started 

Completed 

J Jut]  77 


2 Sep  77 


5 Dec  77  I 30 


IIQ/AAO 


Equipment  Validation  1 3 

12  Sep  77 


PERSACS^*^ 


Pass  Record?' 


ARPRINT 


20th  curr  I 10th  next 


19  Jul  77 


3 Oct  77  20  Oct  77 


0 Jan  78 


26  Mav  77 

20  S 

20  Auq  77 

2V  ri 

POMCUS/TAADS 

16  Aug  77 

17  Oct  77  I 6 Oct  78 


-'^Entries  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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a.  Overview.  The  January  PBG  reflects  the  President's  budget. 
March  documentation  of  changes  resulting  from  the  President's  bud- 
get would  provide  the  MTOE  and  TDA  units  with  modifications  to 
their  documents  six  months  before  the  beginning  of  the  next  fiscal 
year. 

(1)  Documentation  of  the  January  PBS  would  provide  the  units 
with  advance  Information  for  requisitioning  purposes  and  for  pre- 
paring work  plans  and  training  programs. 

(2)  Documentation  of  the  January  PBG  could  Improve  the  qual- 
ity of  the  March  VTAADS  documentation  and  thereby  Improve  the  July 
ARPRINT.  A more  accurate  July  ARPRlNT  would  Improve  subsequent 
TRADOC  adjustments  to  the  training  base  establishment. 

(3)  The  next  three  subparagraphs  address  the  specific  months 
scheduled  for  the  release  of  change  guidance,  the  documentation  of 
the  changes  and  the  use  of  the  documented  changes  to  support  DA 
and  asset  manager  actions.  These  subparagraphs  are  supported  by 
tables  of  significant  milestone  dates  and  an  assessment  of  the 
Impact  of  this  alternative. 

b.  Issuance  of  Change  Guidance.  In  this  alternative,  the 
schedule  for  release  of  change  guidance  shown  In  Figure  5-21  Is 
the  same  as  In  Case  7 (paragraph  5-5a). 

c.  Documentation  of  Change.  The  elapsed  time  (working  days) 
for  the  documentaton  of  changes  In  the  various  processes  remains 
the  same  as  In  Case  7 (paragraph  5-7c),  except  for  an  additional 
requirement  to  document  the  January  PBG.  This  case  requires  the 
application  of  the  January  PBG  to  the  preparation  of  the  March 
VTAADS  submission.  This  coincides  with  the  documentation  of  the 
February  FAS  (see  paragraph  5-7c).  Budget  year  changes  In  these 
two  sets  of  guidance  (FAS  and  VTAADS)  would  be  used  to  modify  the 
original  budget  documentation  submitted  the  previous  September. 

The  documentation  schedule  Is  Illustrated  In  Figure  5-22. 

d.  Use  of  Documentation.  The  schedule  for  the  processes,  us- 
ing TAADs  documentation.  Is  shown  In  Figure  5-23  and  remains  the 
Same  as  Case  7 (see  paragraph  5-7d). 

e.  Crmparlson  of  Key  Milestones.  In  this  alternative  (Case  8) 
the  only  significant  difference  from  Case  7 Is  seen  In  Table  5-16: 
the  PBG  Issued  on  23  January  Is  documented  on  29  March.  By  com- 
parison, there  Is  no  formal  requirement  or  suspense  associated 
with  documenting  the  January  PBG  In  the  Base  Case.  Table  5-17 
Indicates  no  change  from  Case  7 In  the  schedules  of  the  processes 
which  use  documentation. 


5-57 


CA/\-SR-77-7 


5-60 


Figure  5-23.  Case  8:  Processes  That  Use  Documentation 
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Table  6-16.  Base  Case/Case  8:  Comparison  of  Change  Guidance 

and  Documentation  Process  Milestones 


1.  MOS  Update  (Arffly-wlde) 


2.  Equipment  SB  (Amty-wlde] 


3,  TOE  change 
Army-wide 
USABEUR  only 

a.  Feeder  to  TOE  change 

HOS  update 
Equipment  SB 

b.  Feeder  to  Eculpment  SB 

Comnerclal  Items 
BOIP  n 

c.  Feeder  to  BotP  II 
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A.  TOE  change 
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USAREUR  only 

i.  Feeder  to  TOE  change 

flOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

Comnerclal  Items 
BOIP  II 

c.  Feeder  to  BOIP  II 


5.  ARPRINT  (TRAOOC  only) 


Bate  Case  (Case  2) 


Issue 


cumente 

II 

ssued 

II 

cument 
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'^Entries  may  IndIrate  time  of  month,  or  number  of  working  days  normally  required, 
*f  specific  date  not  shown. 
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Table  5-17.  Base  Case/Case  8:  Comparison  of  Milestones  in  the 

Documentation  use  Processes 


Processes 


LOGSACS 


Base  Case  (Case  2 


Case  8 


Started  j Completed  | Started  j Completed 


I Apr  77  I 3 Jun  77  I 1 Apr  77  I 18  Apr  77 


1 Jul  77  2 Sep  77 


5 Dec  77 


IIQ/AAO 


Pass  Recorcl^^ 


5 Dec  77 


Equipment  Validation  3 Jun  77 

2 Seo  77 
5 D 


PERSACS^^ 


Apr  781  5 Dec  77 


19  Jul  7 


3 Jan  73 


ARPRINT 


20  Nov  76  I 20  Mar  77  1 20  Jan  77  I 17  Aor  77 


lo  Aor 


19  Jul  77  18  Oct  77 


20  oa  / 


17  I'ln 


POMCUS/TAADS 


16  Auq  77 


17  Oct  77  6 Oct  78 


i^^Entries  indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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f.  Impact  of  Schedule.  This  alternative  provides  the  units 
with  accurate  budget  year  authorization  documents  six  months  be- 
fore the  beginning  of  the  fiscal  year.  Since  the  earliest  effec- 
tive date  (EDATE)  for  changed  authorizations  In  the  budget  year 
would  be  at  least  6 months  In  the  future,  this  alternative  should 
provide  the  unit  adequate  lead  time  to  prepare  personnel  and  eq- 
uipment requisitions. 

(1)  This  alternative  takes  maximum  advantage  of  all  avail- 
able guidance. 

(2)  A possible  negative  Impact  of  this  alternative  Is  that 
the  field  must  work  with  an  additional  set  of  guidance  (January 
PBG)  In  modifying  the  budget  year  documentation  by  the  end  of 
March.  For  the  initial  budget  year  documentation  (I.e.  the  Sep- 
tember VTAADS  update),  the  field  would  have  ^ months  working  time; 
for  the  March  revision  (the  March  VTAADS  update),  the  field  would 
have  only  2 months  working  time. 

(3)  To  grant  the  field  more  documentation  time  would  cause  a 
rescheduling  of  the  VTAADS  submission  from  March  to  April  or  May. 
This  would  slip  the  July  ARPRINT  to  August  or  September,  elimlnl- 
ating  TRADOC's  ability  to  use  the  ARPRINT  In  generating  the  Sep- 
tember VTAADS  documentation. 

S-9.  CASE  9;  MODIFIED  JANUARY  PBG  DOCUMENTATION.  This  alterna- 
tive (Case  9)  includes  the  controls,  the  rescheduling  and  the  syn- 
chronization actions  Incorporated  In  Case  B and  analyzes  addi- 
tional changes  In  developing  training  documents  from  the  January 
ARPRINT. 

a.  Overview.  The  ARPRINT  is  dependent.  In  large  part,  upon 
the  TAADS  documentation  of  changes  generated  throughout  the  Army. 
Since  In  each  alternative  except  the  Base  Case  a unit's  documenta- 
tion of  changes  affecting  the  budget  year  first  enters  TAADS  In 
September,  the  subsequent  January  ARPRINT  reflects  the  Initial 
assessment  of  Army  training  requirements  for  the  budget  year. 

(1)  Comparison  of  Cases  7 and  8 to  the  Base  Case  indicates  a 
reduction  of  January  ARPRINT  documentation  time  by  6 weeks--TRADOC 
had  an  estimated  3 months  based  on  the  former  White  Book  process. 
This  alternative  (Case  9)  examines  the  possibility  of  providing 
TRADOC  an  extra  month  to  document  the  January  ARPRINT,  January 
PBG,  and  February  FAS.  TRADOC  would  submit  this  documentation  at 
the  end  of  April;  the  September  documentation  requirements  remain 
unchanged. 

(2)  The  next  three  paragraphs  address  the  specific  months 
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for  the  release  of  change  guidance,  the  documentation  of  the 
changes  and  the  use  of  the  documented  changes  to  support  DA  and 
asset  manager  actions.  These  paragraphs  Include  tables  of  sig- 
nificant milestone  oates  and  an  assessment  of  the  Impact  of  this 
al ternative. 

b.  Issuance  of  Change  Guidance.  The  release  of  change  guid- 
ance shown  in  Figure  5-24  Is  the  same  as  in  Case  8 (sea  paragraph 
5-8b). 

c.  Documentation  of  Change.  The  elapsed  times  (working  days) 
for  the  documentation  of  changes  in  the  various  processes  remain 
the  same  as  In  Case  8 (see  Figure  5-25  and  paragraph  5-8c),  with 
the  exception  of  TRADOC  documentation. 

(1)  The  October  MOS  update  and  SB,  and  the  November  TOE 
changes  would  be  accumulated  by  TRADOC  until  their  April  VTAADS 
update. 

(2)  The  January  ARPRINT,  the  January  PBG  and  the  February 
FAS  would  be  documented  by  TRADOC  at  the  end  of  April  (Instead  of 
the  end  of  March  as  in  Case  8).  This  provides  TRADOC  an  extra 
month  to  modify  their  budget  year  documentation;  that  is  the  same 
amount  of  time  currently  observed  for  FAS  and  only  2 weeks  less 
for  ARPRINT  documentation  actions  (i.e.,  the  Base  Case). 

(3)  The  rest  of  the  Army  would  document  the  January  PBG  and 
February  FAS  changes  by  the  end  of  March  along  with  the  October 
MOS  update,  SB,  and  the  November  TOE  change. 

(4)  The  May  PBG,  June  FAS,  and  July  ARPRINT  changes  would  be 
documented  Army -wide  by  the  end  of  September  along  with  the  April 
MOS  update,  SB,  and  the  May  TOE  changes. 

d.  Use  of  Documentation.  The  schedule  of  the  processes  which 
use  documentation  remains  exactly  the  same  as  in  Case  8 (see  para- 
graph 5-8d).  However,  as  a result  of  the  allowed  delay  in  Spring 
documentation,  the  TRADOC  update  would  arrive  too  late  for  many  of 
the  using  processes.  Yet  to  delay  the  using  process  is  not  feasi- 
ble; delaying  PERSACS  a month  would  delay  the  July  ARPRINT  to  August, 
which  is  too  late  to  support  the  September  VTAADS  update  to 

DA.  As  a result,  the  April  TRADOC  submission  would  have  to  be 
manually  integrated  on  an  exception  basis.  Figure  5-26  illus- 
trates the  schedule  for  the  processes  which  use  the  documentation. 

(1)  The  LOGSACS  would  be  prepared  semiannually  in  conjunc- 
tion with  the  September  and  March  VTAADS  updates.  The  October 
LOGSACS  supports  the  lU)  for  the  POM.  The  equipment  validation 
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5-26.  Case  9:  Processes  That  Use  Documentation 
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reports  are  generated  from  the  two  LOUSACS  and  reflect  the  semi- 
annual unit  document  changes. 

U)  The  PERSACS  would  be  prepared  quarterly  to  support  the 
ARPRINI.  The  ARPRINT  changes  quarterly  as  a result  of  manpower 
changes  in  FAS,  and  gains  and  losses  projected  oy  MILPERCEN. 

(J)  The  Pass  Record  tape  would  remain  stable  between  the 
semiannual  TAAUS  updates  and  this  eliminates  any  requirement  to 
produce  it  monthly. 

(4)  There  would  be  no  change  to  the  POMCUS  TAAUS. 

e.  Comparison  of  Key  Milestones.  Tables  5-lb  and  5-19  compare 
the  critical  milestone  dates  associated  with  this  alternative  to 
those  of  the  Base  Case.  The  significant  differences  are  in  Table 
5-lb.  The  elapsed  time  for  the  longest  process  (ARPRINT)  was  used 
by  OPTIMA  to  compute  when  TRAUUC  would  submit  Spring  documenta- 
tion. From  issue  of  guidance  to  documentation,  analysis  indi- 
cates completion  of  TRADOC  documentation  on  30  April  versus  29 
March  for  the  rest  of  Army. 

f.  Impact  of  Schedule.  This  alternative  (Case  9)  would  pro- 
vide TRADOC  with  an  extra  month  to  prepare  the  Spring  VTAAUS  up- 
date. TRADOC  units  would  then  have  accurate  documentation  five 
months  before  the  earliest  EDATE  for  the  budget  year;  the  rest  of 
the  Army  would  have  that  documentation  six  months  before  the  ear- 
liest EDATE.  By  granting  TRADOC  the  extra  month,  several  negative 
ramifications  can  occur. 

(1)  In  April,  while  TRADOC  is  completing  one  documentation 
cycle,  the  MOS  and  SB  updates  would  arrive  for  the  next  documenta- 
tion cycle.  The  TRADOC  documentation  would  miss  the  April  LOGSACS 
and  PERSACS.  Another  LOGSACS  could  be  run  in  May,  but  the  April 
PERSACS  is  essential  input  to  the  July  ARPRINT;  that  ARPRINT  gen- 
erates the  training  program  requirements  for  the  September  VTAAUS 
update. 

(2)  The  staff  would  have  to  develop  manual  procedures  to 
handle  the  TRADOC  April  submission. 

5-1'J.  SUMMARY.  The  results  of  applying  network  theory  to  an 
analysis  of  alternative  schedules  tor  the  Army  authorization  man- 
agement system  wore  presented  in  this  chapter.  The  current  au- 
thorization management  schedule  was  analyzed  first;  then  potential 
adjust'nents  were  formulated  and  evaluated  with  a goal  to  improve 
the  synchronization  of  the  separate  management  processes.  Using 
OPTIMA  liOU  (see  Appendix  E)  as  the  computational  tool,  seven 
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Table  5-18.  Base  Case/Case  9;  Compar'lson  of  Change  Guidance 
and  Documentation  Process  Milestones 


1.  HOS  Upditt 


t.  Equipment  SB 


3.  TOE  changq 
Anpr-Mlde 
USABEUn  only 

«.  TM|l«y  to  TOE  Change 


Equipment  SB 

b.  Eeede^  to  Equipment  SB 

CoiiiMi'clal  Items 
BOIP  II 

Cl  Feeder  to  BOIP  II 


4,  TOE  change 
Army-wide 
USAREUR  only 

a.  Feeder  to  TOE  change 

MOS  update 
Equipment  SB 

b.  Feeder  to  Equipment  SB 

tonwerclal  Items 
BOIP  II 

c.  Feeder  to  BOIP  II 


5.  ARPRINT  (TRAOOC  only) 


Base  Case  (Case  B) 


Document 


1 Feb  77  1 15  Mar  77 


I ■Jbcnaai  usirviai  u-vtiom 


I mmsmum  ii-vnviji  nvnvn  futtstii: 


7 Mar  77  1 13  Jun  77 


9 Nov  76  I N/A  |31  Dec  76  I N/A 


20  Mar  77  I N/A 


U-aiHgflM  Mig-HWa 

BiMiCTiai — lEgHwa 
tumirmum  iiipniJiE  ib«.iw:M 


17  May  77  1 12  Apr  78  Ul  May  77  bo  Sen  77 


i»'E;i!i»i:W  ^JtpTribiB 


?/A11  TRADOC  spring  documentation  submitted  17  Apr  78  In  conjunction  with  ARPRINT, 

-^Entries  may  Indicate  time  of  month,  or  number  of  working  days  normally  required,  If 
peel f 1c  date  not  shown. 
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Table  5-19.  Base  Case/Case  9 : Comparison  of  Milestones  In  the 

Documentation  Use  Processes 


Processes 


LOGSACS 


IIQ/AAO 


Equipment  Validation 


PERSACS^'' 


Pass  Record^'^ 


Base  Case  (Case  Z 


ARPRINT 


POMCUS/TAADS 


Aor  77 


1 Jul  77 


3 Dec  77 


5 Dec  77 


n 77 


Seo  77 


5 Dec  77 


7 Mar  78 


3 Jun  77 


2 Sep  77 


5 Dec  77 


7 Mar  78 


Case 

9 

Started 

Completed 

1 Apr  77 

18  Apr  77 

3 Oct  77 

5 Dec  77 

5 Dec  771  Aor  78 


18  Aor  77 


5 Dec  77 


10th  next 


1 Apr  77 

18  Aor  77 

1 Jul  77 

19  Jul  77 

3 Oct  77 


3 Jan  78 


20  Jan  78 


1 Apr  77 


20  Mar  771  20  Jan  77I  17  Apr  77 


Olwnii  

I MiRWiWl  KBMBSro  HW-iBWlI  | 


16  Auq  77 


17  Oct  77|  6 Oct  78 


-^Entries  Indicate  day  of  the  month  (current  or  next),  unless 
specific  dates  are  shown. 
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alternative  schedules  were  analyzed  to  assess  their  impact  and  fea- 
sibility. 

a.  The  characteristics  of  turbulence  inherent  in  the  current 
authorization  management  schedule  (Base  Case)  exhibit  three  traits 
which  are  manifest  at  different  levels  of  command. 

ID  Documentation  Shortfalls  at  DA.  A document  shortfall 
results  from  a lack  of  synchronization  with  the  SACS  processes. 
Specifically,  a shortfall  occurs  when  the  SACS  is  run  before  the 
latest  authorization  changes  are  documented  in  VTAADS.  This  re- 
sults in  inaccuracies  in  PERSACS  and  LOGSACS  creating  turbulence 
in  personnel  and  materiel  programing  at  HQDA. 

(2)  Conflicting  Guidance  at  MACOM.  Guidance  is  issued  at 
conflicting  times  in  the  schedule  for  the  current  authorization 
management  system;  documentation  workload  turbulence  results  at 
MACOM-level.  Each  MACOM  establishes  its  own  priority  to  document 
conflicting  change  guidance. 

(3)  Frequent  Changes  at  the  Unit.  The  frequency  of  document 
changes  causes  personnel  and  equipment  instability,  or  turbulence, 
at  the  unit  level  and  requires  unit  requisitions  to  be  cancelled, 
revised,  or  corrected.  The  resultant  requisition  changes  fre- 
quently conflict  with  the  authorization  validation  reports  used  by 
the  asset  managers  for  distributing  personnel  and  equipment.  This 
can  result  in  rejection  of  valid  requisitions. 

b.  A management  system  was  postulated  to  remedy  all  three  cha- 
racteristics of  turbulence  (Case  3).  All  change  guidance  was  re- 
duced to  an  annual  schedule;  all  revisions  to  documents  were  limited 
to  once  a year;  and  these  actions  were  scheduled  to  support  the 
program  development  efforts  at  DA.  Analysis  of  Case  3 indicates 
that  authorization  change  flexibility  was  traded-off  for  stability 
at  unit  level  and  reduced  documentation  workload  at  MACOM  level. 

c.  A series  of  alternatives  (Cases  4 through  9)  were  formu- 
lated to  remedy  each  individual  characteristic  of  turbulence  with- 
out being  as  restrictive  as  Case  3. 

(D  Case  4 addressed  documentation  shortfalls  and  estab- 
lished when  documentation  was  essential  to  support  programing  for 
the  budget  year.  This  alternative  involved  a schedule  change  so 
timely  documentation  arrived  at  HQDA;  synchronization  of  the 
training  program  to  capitalize  on  that  documentation  in  TAADS  was 
also  involved. 

(2)  Guidance  conflicting  with  budget  year  documentation  by 
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the  MACOMs  was  rescheduled  In  Case  5.  Technical  guidance  (MOS, 

SB,  and  TOE  changes)  release  dates  were  revised  to  reduce  the 
workload  during  the  budget  year  documentation  period  established 
In  Case  4. 

(3)  Frequent  changes  at  the  unit  were  controlled  partially 

In  Case  6 and  then  completely  In  Case  7.  In  addition,  both  Cases  6 
and  7 Incorporate  the  solutions  for  documentation  shortfalls  and 
conflicting  guidance  discussed  above.  Case  6 limited  MOS,  SB  and 
TOE  changes  to  a semiannual  documentation  update  In  TAADS.  In 
Case  7,  all  revisions  to  TAADS  (guidance  and  documentation)  were 
placed  on  semiannual  schedules.  Consequently  the  unit's  documents 
change  only  semiannually. 

(4)  Case  8 takes  maximum  advantage  of  all  available  guidance 
but  placed  an  extra  workload  on  the  field  to  document  the  January 
PBG.  Case  9 provides  more  documentation  time  to  TRADOC  but  re- 
sults In  additional  workload  at  DA. 


CHAPTER  6 
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6-1.  INTRODUCTION.  The  Management  of  Change  (MOC)  study  has  ana- 
lyzed the  Arn\y  management  processes  associated  with  authorization 
changes  across  staff  and  command  lines.  As  documented  In  the  pre- 
ceding chapters  and  supporting  appendices,  the  MOC  study  has  Iden- 
tified ways  of  reducing  the  frequency  of  unit  authorization 
changes,  Improving  the  assimilation  of  changes  at  all  levels,  and 
synchronizing  the  documentation  of  changes  to  support  essential  DA 
Information  requirements.  This  chapter  answers  the  Essential  Ele- 
ments of  Analysis  (EEA)  and  then  presents  the  major  observations 
of  the  study. 

6-Z.  ESSENTIAL  ELEMENTS  OF  ANALYSIS.  The  EEA  specified  In  the 
tasking  directive  were  addressed  In  the  study  and  are  discussed 
below. 

a.  What  types  of  authorization  changes  cause  the  most  turbu- 
lence? Two  generic  types  of  authorization  changes  were  observed  to 
cause  the  most  turbulence.  The  first  type  Is  authorization  change 
guidance  which  conflicts  with  earlier  guidance  thereby  generating 
additional  administrative  workload  (primarily  at  MACOM-level)  pre- 
paring revised  authorization  documents.  An  example  Is  a TOE 
change  (CCT)  not  Including  the  latest  equipment  Supply  Bulletin 
Information.  The  second  type  Is  the  frequency  of  revised  docu- 
ments for  MTOE  and  TDA  authorizations  creating  turbulence  In  the 
units  through  cancellations,  corrections  and  revisions  to  person- 
nel or  equipment  requisitions,  and  mismatches  between  skilled  per- 
sonnel and  equipment  authorized  and  on-hand.  The  latter  example 
of  turbulence  directly  Impacts  a unit's  readiness  condition. 

b.  Are  there  responses  to  authorization  changes  which  can  be 
modified  to  reduce  turbulence  (e.g.,  delayed,  reduced  or  ellmT^ 
nated)t  Yes.  Some  specific  examples  Include:  delaying  the  re- 
sponse  to  MOS,  equipment  SB  and  YOE  change  guidance  In  order  to 
permit  a single  document  revision  for  all  three  types  of  guidance; 
reducing  the  frequency  of  VTAADS  submissions  to  a semiannual  cycle 
thus  reducing  the  frequency  of  revised  documents  for  the  units; 
and  eliminating  a special  H-b30  equipment  validation  report  pre- 
pared for,  but  not  used  by  FORSCOM.  These  and  other  examples  are 
discussed  In  Chapter  4,  Management  Prescriptions,  and  Chapter  5, 
Schedule  Alternatives. 

c . Can  alternative  Information  systems,  e.g.,  VFDMIS.  be  ef- 
fectlveTy  used  to  reduce  turbulence?  Alternative  Information  sys- 
tems can  be  used  to  improve  the  reports  derived  from  existing  In- 
formation bases.  But,  the  turbulence  does  not  appear  to  be  caused 
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by  information  systems.  Rather,  it  is  the  volume,  frequency  and 
schedule  of  changes  to  the  data  contained  in  the  information  sys- 
tems which  cause  turbulence.  It  would  therefore  appear  that  tur- 
bulence can  best  be  controlled  through  disciplining  the  procedures 
for  changing  data  in  the  information  systems. 

6-3.  OBSERVATIONS.  The  major  observations  resulting  from  this 
study  of  Army  authorization  management  are  presented  in  the  fol- 
1 owi ng  material . 

a.  Army  authorization  management  processes  form  a system 
which  is  amenable  to  analytical  investigation.  That  system  is 
comprised  of  individual  management  processes  for  which  detailed 
representations  or  models  can  be  developed.  The  models  can  then 
be  analyzed  either  singularly  or  as  interconnected  processes  using 
techniques  of  network  theory. 

b.  The  Army  authorization  management  system  contains  17  key 
management  processes..  These  processes  either  provide  guidance  on 
authorization  changes,  document  the  changes,  or  use  the  documenta- 
tion (See  Chapter  2,  Table  2-1). 

c.  There  are  different  characteristics  of  authorization  turbu- 
lence which  manifest  themselves  at  the  various  command  and  func- 
tional levels.  At  the  unit  level,  the  turbulence  is  associated 
with  implementing  the  revised  documents  through  requisitions;  at 
the  MACOM  and  installation  level,  the  turbulence  is  associated 
with  applying  the  change  guidance  to  the  VTAADS;  at  the  DA  level, 
the  turbulence  is  associated  with  obtaining  the  most  complete 
documentation  synchronized  to  program  development  efforts;  and  at 
the  personnel  and  equipment  asset  manager  level,  the  turbulence  is 
associated  with  obtaining  timely  information  on  current  authoriza- 
tions in  the  units. 

d.  The  development  of  thorough  and  accurate  models  of  the  in- 
dividual processes  required  the  detailed  investigation  of  the  au- 
thorization management  processes.  The  preparation  of  the  models 
revealed  three  types  of  procedural  problems  which  contribute  to 
turbul ence. 

(1)  Problems  due  to  time  delays. 

(2)  Problems  due  to  disconnects  among  related  processes. 

(3)  Problems  due  to  the  lack  of  synchronization  among  processes. 
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e.  The  use  of  network  theory  Is  a powerful  quantitative  tech- 

nique for  analyzing  the  scheduling  of  management  processes  and 
Improving  the  synchronization  among  these  processes.  The  analysis 
of  the  authorization  management  system  revealed:  \ 

(1)  The  current  schedule  for  authorization  management  pro- 
cesses can  be  reestablished  to  reduce  the  frequency  of  change,  to 
better  synchronize  the  Interactions  and  to  reduce  the  turbulence. 

(2)  The  processes  of  the  authorization  management  system  can 
be  limited  to  a schedule  whereby  change  guidance  Is  Issued  once  a 
year,  documentation  of  the  guidance  Is  required  once  a year,  and 
unit  documents  change  only  once  a year.  While  such  a schedule  can 
be  shown  analytically  to  be  possible,  operational  problems  of  such 
limitations  on  change  may  occur. 

(3)  Other  alternative  schedules  of  management  processes  can 
be  synchronized  to  an  update  of  TAADS  twice  a year  (March  and  Sep- 
tember). These  schedules,  appear  to  offer  three  advantages: 

(a)  The  authorization  documents  remain  relatively  stable, 
reducing  the  frequency  of  changes  to  the  units  and  allowing  the 
requisitioning  processes  to  work. 

(b)  The  Issuance  of  guidance  can  be  scheduled  to  provide 
sufficient  time  for  updating  documents. 

(c)  The  update  schedule  for  authorization  documents  can  be 
synchronized  to  support  force,  personnel,  and  equipment  policy 
decision  milestones  at  DA. 

f.  The  MOC  network  diagrams  provide  HQUA  with  a unique  mechan- 
ism by  which  to  address  the  objectives  and  work  flows  of  the  authori- 
zation management  processes  and  the  overall  system  that  results 
from  those  processes.  The  prescriptions  and  alternative  schedules 
nominated  In  this  study  use  the  diagrams  to  Identify  actions  for 
reducing  turbulence  generated  within  the  official  authorization 
management  system.  However,  the  prescriptions  and  alternatives 
cannot  control  the  "one  time"  guidance  which  contribute  to  much  of 
the  turbulence.  A disciplined  DA  control  mechanism  for  coordinat- 
ing and  approving  the  release,  schedule  and  the  subsequent  docu- 
mentation feedback  for  a1 1 authorization  changes  could  reduce  tur- 
bulence further. 
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APPENDIX  C 
GLOSSARY  OF  TERMS 

Active  Arn\y  Personnel  Reporting  System 
Authorlied  Acquisition  Objective 
Availability  Balance  File 
advise 

Assistant  Deputy  Chief  of  Staff  for  Operations 
and  Plans 

Anny  Equipment  Status  Report 
Army  Equipment  Status  Reporting  System 
Army  Force  Program  (annual  guidance  letter) 
Agency! les) 

Automatic  Interaction  Detector-Enlisted 

Army  Master  Data  File 

Army  Materiel  Plan 

Army  Management  Structure  Code 

analyze,  analysis 

approve! d) 

Army  National  Guard 

Army  Program  for  Individual  Training 

assign 

assigned 

assignment 

authorize! d) 


auth 
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BOI 


basis  of  Issue 


BOIP 
BOIP  1 
BOIP  II 
BY 

CAP  III 

can 

CCT 

CDA 

CEGE 

ch 

cmdty 

COBE 

comd 

com! 

consol 

CONUS 

coord 

CPM 

CY 

DA 

DARCOM 


Basis  Of  Issue  Plan 

Basis  Of  Issue  Plan,  Phase  I 

Basis  Of  Issue  Plan,  Phase  II 

Budget  Year 

Central  Assignment  Procedure  III 
cancel 

Consolidated  Change  Table 
Catalog  Data  Agency 
Combat  Equipment  Group,  Europe 
change! s) 
commodi ty 

Command  Operating  Budget  Estimate 

command 

commercial 

consol idate(d) 

Continental  United  States 
coordinate! d) ; coordination 
Critical  Path  Method 
Current  Year 
Department  of  the  Army 

Army  Materiel  Development  and  Readiness  Command 
Headquarters 


DC SLOG 
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Deputy  Chief  of  Staff  for  Logistics 


CAA-SR-77-7 


OCSOPS 

DCSPER 

DCSRH 

DESCOM 

detm 

dev 

disap 

dlstr 

div 

docu 

DODAAC 

EARA 

EDATE 

ELIM  COMPLIP 

EMF 

en1 

EPMS 

equip 

FAS 

FORSCOM 

furn 

fwd 

fy 


Deputy  Chief  of  Staff  for  Operations  and  Plans 

Deputy  Chief  of  Staff  for  Personnel 

Deputy  Chief  of  Staff  for  Resource  Management 

Depot  Systems  Command 

determlne(d) 

develop 

disapprove! d) 

distribute;  distribution 

division,  divisional 

document! s) 

Department  of  Defense  Activity  Address  Code 
Equipment  Authorization  Review  Activity 
effective  date 

Enlisted  Loss  Inventory  Model,  Computation  of 
Manpower  Programs  by  Linear  Programing 

enlisted  master  file 

enl Isted 

Enlisted  Personnel  Management  System 
equipment 

Force  Accounting  System 

United  States  Army  Forces  Command 

furnish! ed) 

forward! ed) 

fisdal  year 
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(i/L 

gain/loss 

GPO 

Government  Printing  Office 

H-BJib 

Equipment  Validation  Report  (commodity 
oriented) 

H-530 

Equipment  Validation  Report  (generic) 

H-533 

Equipment  Validation  Report  (command  oriented) 

I AW 

in  accordance  with 

Ident 

identify;  identification;  identified 

IDS 

Item  Data  Segment 

IIQ 

Initial  Issue  Quantity 

info 

information 

instl 

instal lation 

instr 

instruction! s) 

ITAADS 

Instal lation  TAADS 

JTDA 

Joint  Table(s)  of  Distribution  and  Allowances 

LIN 

line  item  number 

log 

logistics;  logistical 

LOGSACS 

Logistics  Structure  and  Composition  System 

LON 

letter  of  notification 

MACOM 

major  Army  command! s) 

inaint 

maintain(ed);  maintenance 

mat 

materiel 

MD 

materiel  development 

mgr 

manager 
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mgt 

management 

MILPER 

Military  Personnel  Center  (USAREUR) 

MILPERCEN 

United  States  Army  Military  Personnel  Center 

MILPO 

military  personnel  of f1 cels) 

MIS 

Management  Information  Systems 

MMC 

Materiel  Management  Center(s) 

MOC 

Management  of  Change 

mod 

modify 

modlf 

modification 

MOS 

military  occupational  specialty 

mpr 

manpower 

MRC 

Materiel  Readiness  Command 

MTOE 

Modification  Table(s)  of  Organization  and 
Equipment 

NICP 

national  Inventory  control  point 

NSN 

national  stock  number 

ODCSLUG 

Office,  Deputy  Chief  of  Staff  for  Logistics 

ODCSOPS 

Office,  Deputy  Chief  of  Staff  for 
Operations  and  Plans 

OOCSPER 

Office,  Deputy  Chief  of  Staff  for  Personnel 

OUCSRUA 

Office  of  the  Deputy  Chief  of  Staff  for 
Research,  Development  and  Acquisition 

OPTIMA 

The  OPTIMA  1100  Project  Management  System 

os 

oversea,  overseas 

PARR 

Program  Analysis  and  Resource  Review 
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PBG 

pers 

PERSACS 

PIA 

POM 

POMCUS 

PPG 

PPNT 

ppsd 

POQPRI 

PR 

prep 

proc 

prov 

pub 

PROBE 

py 

PYF 

ggPRi 

RDAISA 

rec 

rel 
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Program  and  Budget  Guidance 
personnel 

Personnel  Structure  and  Composition  System 

Personnel  Inventory  Analysis 

Program  Objective  Memorandum 

prepositioning  of  materiel  configured  to  unit 
sets 

Planning  and  Programing  Guidance 

proponent 

proposed 

provisional  qualitative  and  quantitative  per- 
sonnel requirements  Information 

pass  records 

preparation,  preparatory,  prepare! d) 

process 

provide 

publish 

Program  Optimization  and  Budget  Evaluation 
program  year 
program  year  force 

qualitative  and  quantitative  personnel  require- 
ments Information 

Research,  Development  and  Acquisition  Informa- 
tion Systems  Agency 

receive! d) 

re1ease!d) 
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repi 

rept 

req 

rev 

ROMOSS 

RPC 

rqn 

rmt(s) 

rtn 

SACS 

SAILS 

SB 

sbm 

shn 

SIB 

SICC 

SID 

SIDPERS 

Sptg 

SSN 

SSNS 

std 

sti 


replace 
report! s) 
request 
review 

Revised  Officer  Military  Occupational  Specialty 
System 

regional  personnel  center(s)  (USAREUR) 
requi si tion 
requirement! s) 
return 

Structure  and  Composition  System 
Standard  Arniy  Intermediate  Level  System 
Supply  Bulletin  700-20 
submit 

shorthand  note!s) 

SIDPERS  Interface  Branch!es)  !CONUS) 

Service  Item  Control  Center 

SIDPERS  Interface  D1v1sion!s)  !USAREUR) 

Standard  Installation/Division  Personnel  System 
supporting 

standard  study  number! s) 

Standard  Study  Numbering  System 

standard;  standing 

staff 


C-7 


CAA-SR-77-7 


TAADS 

TAGCEN 

TC 

TDA 

TOR 

thtr 

TL 

tng 

TOE 

TRAUOC 

UIC 

UMR 

USAMSSA 

USAR 

USAREUR 

vail 

VFUMIS 

VTAAUS 

WB 
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The  Army  Authorization  Documents  System 
United  States  Army  Adjutant  General  Center 
type  classification 

Table(s)  of  Distribution  and  Allowances 

Transfer  Data  Record 

theater 

troop  1 1st 

training 

Table! s)  Of  organization  and  Equipment 

United  States  Army  Training  and  Doctrine 
Command 

Unit  Identification  Code 
unit  manning  report 

United  States  Army  Management  Systems  Support 
Agency 

United  States  Army  Reserve 
United  States  Army,  Europe 
val idate 

Vertical  Force  Development  Management  Informa- 
tion System 

Vertical,  The  Army  Authorization  Documents 
System 

will  be 
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APPENDIX  U 
Networks 


D-1.  GENERAL.  This  appendix  presents  the  network  diagrams  of  the 
key  authorization  management  processes  identified  in  Chapter  2, 
Authorization  Change  Environment.  The  diagrams  were  constructed 
to  provide  descriptive,  structured  and  vigorous  models  of  the 
workflows  inherent  in  each  process.  Preparing  the  diagrams  re- 
quired a thorough,  systematic  investigation  and  analysis  of  each 
process.  This  technique  supported  the  qualitative  analysis  of  the 
individual  processes  and  also  made  possible  the  quantitative 
analysis  of  combinations  of  processes  using  network  theory.  The 
MOC  study,  in  particular  the  network  diagrams,  provides  a unique, 
quantitative  analysis  of  the  key  management  processes  that  inter- 
face with  The  Army  Authorization  Documents  System  (TAADS).  Each 
network  diagram  was  constructed  following  extensive  research  and 
data  collection  efforts  which  included  reviewing  applicable  Army 
regulations  and  directives,  receiving  in-depth  briefings  from  DA 
and  MACOM  staff  members  responsible  for  the  management  processes, 
and  numerous  detailed  discussions  with  personnel  most  familiar 
with  the  operations  of  the  processes  at  DA,  MACOMs  and  field  in- 
stallations. Accuracy  in  modeling  the  authorization  management 
processes  was  assured  by  meticulous  review  and  analysis  of  input 
through  the  functional  elements,  and  by  frequent  coordination  of 
the  network  diagrams  with  the  appropriate  agencies  (e.g.,  DA, 
TRADOC,  FORSCOM,  DARCOM,  DESCOM,  USAREUR).  Each  of  the  network 
diagrams,  with  corresponding  explanatory  material,  is  documented 
in  a separate  annex  to  this  appendix.  Table  D-1  lists  the  se- 
quence and  subject  of  the  annexes. 

D-2.  NETWORK  CONVENTIONS.  The  following  material  provides  infor- 
mation necessary  for  the  proper  interpretation  of  the  network  dia- 
grams by  explaining  the  conventions  used  in  the  diagrams. 

a.  Nodes  and  Arcs.  The  network  diagrams  are  activity  networks 
which  means  that  the  start  or  finish  of  an  activity  is  represented 
by  an  event  node,  and  the  activities  are  characterized  by  arcs 
drawn  between  the  nodes.  The  17  networks  diagrams  contain  a total 
of  541  activities  and  517  nodes. 

b.  Notation.  Each  network  diagram  should  be  read  from  left  to 
right.  Arc  length  does  not  indicate  the  duration  of  an  activity. 
Likewise  the  angle  at  which  an  activity  is  drawn  is  simply  for 
convenience  and  has  no  special  significance.  The  network  diagrams 
convey  that  one  activity  precedes  another  and  that  the  preceding 
activity  must  be  completed  before  the  succeeding  activity  can  be- 
gin. Activity  information  is  written  adjacent  to  the  arc  repre- 
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senting  that  activity.  The  activity  Information  includes  a de- 
scription of  the  activity,  the  performing  organization  and,  in 
most  cases,  the  organization  receiving  that  action.  The  abbrevia- 
tions and  acronyms  used  throughout  the  networks  are  defined  in 

Table  D-1 . Networks 


Annex 

Network 

I 

Basis  of  Issue  Plan  (BOIP)  I 

II 

Basis  of  Issue  Plan  (BOIP)  II 

III 

Commercial  Item  Introduction 

IV 

Supply  Bulletin  (Chapters  2 and  8) 

V 

Supply  Bulletin  (Chapters  6 and  7) 

VI 

MOS  Update 

VII 

TOE  Change  Process  ' 

VIII 

TAADS  Documentation 

IX 

PERSACS  Preparation 

X 

LOGSACS  Preparation 

XI 

Training  Program  Development  (ARPRINT) 

XII 

Initial  Issue  Quanti ty/ Authorized  Acquisition 
Objective  {llQ/m) 

XIII 

Personnel  Requisition  CONUS 

XIV 

Equipment  Requisition  CONUS 

XV 

Personnel  Requisition  USAREUR 

XVI 

Equipment  Requisition  USAREUR 

XVII 

POMCUS  TAADS 

F - 
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Appendix  C,  the  Glossary.  Shown  1n  parentheses  above  the 
activity  description  are  the  number  of  days  required  to 
complete  the  activity.  These  time  estimates  are  working  days 
rather  than  calendar  days. 

D-3.  EXPLANATORY  MATERIAL.  The  narrative  discussion  In  the 
annexes  provides  the  following  Information.  First,  the  purpose 
of  the  authorization  management  process  Is  discussed;  followed 
by  a description  of  the  network  diagram.  Then,  critical 
milestones  associated  with  the  network  are  Identified  and  also 
linkages  to  other  networks.  The  network  diagram  appears  at  the 
end  of  each  annex. 
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APPENDIX  D 
Networks 

ANNEX  I 

Basi s of  Issue  PI  an  I 


D-I-1.  PURPOSE.  The  Basis  of  Issue  Plan  (BOIP  I)  Is  the  prelimi- 
nary planning  process  for  the  introduction  of  new  equipment  into 
the  Army  inventory.  It  also  furnishes  preliminary  input  for  plan- 
ning personnel  requirements  and  serves  as  the  primary  input  for 
the  development  of  BOIP  II. 

I D-I-2.  DESCRIPTION.  TRADUC  and  the  Materiel  Developer  are  re- 

I sponsible  for  preparing  the  initial  BOIP  I requirements  (arc  1-2). 

The  Materiel  Developer  submits  BOIP  feeder  data  to  both  the  Equip- 
ment Authorization  Review  Activity  (EARA)  and  the  Materiel  Manage- 
ment Center  (MMC)  (arcs  3-4  and  3-5  respectively)  after  obtaining 
a "Z"  Line  Item  Number  (LIN)  and  assigning  a Standard  Study  Number 
(SSN).  A "Z"  LIN  is  used  to  identify  the  new  item  of  equipment 
while  the  SSN  specifies  what  equipment  category  in  which  to  carry 
the  item.  BOIP  feeder  data  is  reviewed  by  both  EARA  and  the  MMC 
and  comments  are  furnished  to  TRAOOC  (arcs  6-8  and  7-8,  respec- 
tively). The  MMC  reviews  the  Preliminary  Ouantitative  and  Quali- 
tative Personnel  Resources  Information  (PQQPRI)  at  arc  5-7.  Early 
consideration  of  the  personnel  impact  of  new  items  of  equipment  is 
highly  desirable.  TRAOOC  assigns  one  of  its  schools  to  be  the 
BOIP  proponent.  The  proponent  school  is  responsible  for  develop- 
ing and  submitting  the  BOIP  to  TRAOOC  (arc  9-10).  TRAOOC,  EARA, 
and  the  OA  Staff  review  the  BOIP  submitted  by  the  proponent 
school.  The  plan  is  either  approved  by  OA  (arc  12-13)  or  disap- 
proved (arc  12-14).  In  each  case,  OA  returns  the  BOIP  to  TRAOOC 
for  either  publication  (arc  13-15),  or  for  cancellation  (arc 
14-16),  and/or  resubmission  (arc  14-17). 

0-1-3.  CRITICAL  MILESTONES.  The  BOIP  I process  is  open-ended 
in  i,hat  it  has  no  prescribed  time  duration  or  fixed  schedule. 

1 BOIPs  are  developed  as  neeoed  and  then  maintained  (updated)  pend- 

ing initation  of  BOIP  II. 

0-1-4.  LINKAGE  TO  OTHER  NETWORKS.  BOIP  I links  to  BOIP  II  from 
node  13.  After  OA  returns  an  approved  BOIP  I to  TRAOOC,  puDlica- 
tion  of  the  BOIP  I can  take  place.  At  one  time,  a l^nk  existed 
between  BOIP  I and  the  MOS  update  process.  However,  MILPERCEN 
does  not  rely  on  the  information  found  in  BOIP  I to  plan  MOS  re- 
quirements because  that  information  is  too  preliminary  and  subject 
to  considerible  revision. 

D-J-1 


^/Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 


Figure  D-I-1. 
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Annex  II 

Basis  of  Issue  Plan  II 


D-II-1.  PURPOSE.  The  Basis  of  Issue  Plan  (BOIP)  II  is  the  pro- 
cess for  specifying  the  qualitative  and  quantitative  personnel 
requirements  for  new  equipment.  These  requirements  include  the 
identification  of  the  types  of  units  that  will  need  the  new  equip- 
ment. 


D-Il-2.  UESCRIPTION.  The  BOIP  I is  maintained  and  updated 
pending  initiation  of  BOIP  II  (arc  1-2).  In  a manner  similar  to 
BOIP  I,  the  Materiel  Developer  submits  final  BOIP  II  feeder  data 
to  both  the  Equipment  Authorization  Review  Activity  (EARA)  and  the 
Materiel  Management  Center  (MMC)  (arcs  2-3  and  2-4,  respectively). 
In  the  case  of  BOIP  II,  the  MMC  is  responsible  for  reviewing  the 
final  Qualitative  and  Quantitative  Personnel  Resource  Information 
(QQPRI)  (arc  4-6).  The  proponent  school,  assigned  by  TRAUOC  dur- 
ing the  BOIP  I process,  is  responsible  for  developing  and  coordi- 
nating the  BOIP  II  with  all  the  MACOMs  (arc  7-B).  Following  com- 
pletion of  the  BOIP  II  by  the  proponent  school,  TRAUOC,  UA,  and 
EARA  review  the  plan  (arcs  P-IU  and  lU-11).  If  DA  disapproves  the 
BOIP,  TRADOC  will  either  cancel  or  rejustify  and  submit  the  plan. 
If  DA  approves  the  plan,  TRADOC  will  distribute  the  published 
document  to  DA,  the  Materiel  Developer,  and  all  the  MACOMs  (arc 
12-14).  A critical  step  in  this  process  occurs  when  the  Materiel 
Developer  must  type  classify  the  item.  Type  Classification  (TC) 
results  in  a standard  LIN  being  assigned  (arc  14-17).  Assignment 
of  the  standard  LIN  updates  the  BOIP  information  used  in  LOGSACS, 
updates  the  SB  700-20  edit  tape  information  and  warns  schools, 
centers,  and  MACOMs  that  BOli  II  will  be  applied  to  the  TOE  in  the 
next  Consolidated  Change  Table  (CCT)  cycle  (arc  17-20).  The  last 
4 arcs  indicate  how  the  BOIP  information  is  applied.  MACOMs  ap- 
ply BOIP  II  to  TUAs  while  revising  MTOEs  based  on  the  s,em1annua1 
CCT  (arc  19-22  and  21-22,  respectively).  The  final  two  arcs  de- 
scribe how  the  MACOMs  advise  DA  when  the  BOIP  is  applied  (arc 
22-23).  Likewise,  UA  is  notified  when  the  BOIP  II  is  moved  to  the 
history  file  (arc  23-24). 

D-II-3.  CRITICAL  MILESTONES.  The  publication  of  the  equipment 
Supply  Bulletin  (SB),  effective  1 March  and  1 September,  has  asso- 
ciated input  suspense  dates  of  10  November  and  10  May,  respec- 
tively. In  order  for  a standard  LIN  for  a new  piece  of  equipment 
to  be  published  in  the  SB,  action  on  the  applicable  BOIP  must  be 
completed  prior  to  the  10  November  and  10  May  dates.  Otherwise, 
an  additional  b month  wait  will  be  incurred  before  the  information 
will  appear  in  the  Supply  Bulletin. 


D-II-1 
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D-lI-4.  LINKAGE  TO  OTHER  NETWORKS.  At  node  14,  BOIR  11  links  to 
the  MOS  Update  network  where  MILPERCEN  obtains  the  information 
contained  in  the  Qualitative  and  Quantitative  Personnel  Require- 
ments Information  (QQPRI)  report  (arc  2-4)  to  establish  personnel 
requirements  needed  to  support  the  new  equipment.  From  node  19, 
BOIP  II  links  to  the  equipment  Supply  Bulletin  (SB)  update;  DESCOM 
enters  the  information  on  the  LIN  for  the  new  BOIP  into  the  SB 
edit  tape.  Also  from  node  19,  BOIP  II  links  to  the  TOE  change 
process  where  BOIP  II  information  is  entered  into  the  Consolidated 
Change  Table  (CCT)  which  TRADOC  publishes  semiannually,  effective 
1 March  and  1 September. 
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Figure  D-II-1.  Basis  of  Issue  Plan  (BOIP)  II 
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ANNEX  III 

Commercial  Item  Introduction 


D-III-1.  PURPOSE.  The  purpose  of  the  Commercial  Item  Introduc- 
tion process  is  to  enter  commercial  items  of  equipment  into  the 
Army's  inventory. 

D-lII-iJ.  DESCRIPTION.  The  Commercial  Item  Introduction  process 
is  initiated  by  unit  requests  for  exemption  from  type  classifica- 
tion for  a commercial  item  of  equipment  (arc  1-2).  The  request 
for  exemption  proceeds  through  the  MACOM,  to  the  Equipment  Au- 
thorization Review  Activity  (EARA)  (arc  3-4),  and  then  to  the  com- 
modity manager.  Either  the  commodity  manager  will  recommend  dis- 
approval (arc  4-5)  or  exemption.  If  an  exemption  is  recommended 
for  a DA  controlled  item,  the  request  must  go  to  DA  for  approval 
(arc  y-11).  If  the  request  is  for  a non-DA  controlled  item,  EARA 
will  review  the  commodity  manager's  recommendations  (arc  7-11). 
After  DA  and  EARA  approve  the  exemption  request,  EARA  will  forward 
approval  notification  to  the  MACOM  and  National  Inventory  Control 
Point  (NICP)  (arc  11-12).  The  NICP  will  then  proceed  with 
whatever  procurement  actions  are  required  (arc  12-13).  At  the 
same  time,  the  MACOM  must  submit  a request  to  EARA  for  the  assign- 
ment of  a Line  Item  Number  (LIN)  (arc  12-14).  The  next  five  ac- 
tivities explain  how  a new  LIN  is  assigned  and  eventually  updates 
SB  700-20  (arcs  14-19).  DESCOM  then  notifies  the  NICPs  and  EARA 
of  the  LIN  Information  (arcs  19-20  and  19-21,  respectively). 

EARA,  in  turn,  notifies  the  MACOM(s)  of  the  LIN  (arc  21-22). 

D-III-3.  CRITICAL  MILESTONES.  Critical  milestones  for  this  pro- 
cess occur  when  DESCOM  assigns  a LIN  and  updates  the  equipment 
Supply  Bulletin.  In  order  for  that  information  to  be  included  in 
the  next  Supply  Bulletin,  it  must  be  submitted  prior  to  the  10 
November  or  10  May  cut-off  dates;  after  these  dates,  new  LINs  will 
not  be  included  in  the  Supply  Bulletins  published  1 March  and 
1 September  respectively. 

D-III-4.  LINKAOE  TO  OTHER  NETWORKS.  The  Commercial  Item  network 
links  to  the  Supply  Bulletin  networks  from  node  19. 
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Annex  IV 

Supply  Bulletin,  Chapters  2 and  8 


D-IV-1.  PURPOSE.  The  Supply  Bulletin  (Chapters  2 and  8)  process 
provides  an  analysis  of  the  work  flow  associated  with  the  Intro- 
duction of  the  standard  Items  of  equipment  into  the  Army  Inven- 
tory. 

D-lV-2.  DESCRIPTION.  The  Supply  Bulletin  700-20  (Chapters  2 and 
8)  process  Is  Initiated  with  the  submission  of  changes  to  Chapters 
2 and  8 (arc  1-3)  and  to  Appendix  H (arc  2-3).  Chapter  2,  "Army 
Adopted  Items  of  Materiel,"  lists  all  Items  which  have  a separate 
basis  of  Issue  and  have  been  type  classified.  Chapter  8,  "CTA 
Items"  lists  those  Items  authorized  only  by  Common  Tables  of 
Allowances  (CTA).  Appendix  H,  "Selected  Assemblages  and  Applica- 
ble Major  PEMA  Support  Items"  lists  the  support  Items  Issued  sepa- 
rately from  their  assemblage.  DA  either  approves  changes  to  the 
Supply  Bulletin  and  forwards  the  change  request  through  the  Main- 
tenance Management  Center  (MMC)  to  DESCOM  (arc  3-4)  or  returns  the 
request  for  resubmission  or  cancellation  (arc  3-b).  It  is  at  DESCOM 
where  Appendix  H changes  approved  by  the  Equipment  Authorization 
Review  Activity  (EARA)  and  those  changes  processed  by  the  MMC  are 
reviewed  and  entered  In  the  DESCOM  work  file  (arc  5-9).  Semiannu- 
ally (10  November  and  10  May),  DESCOM  freezes  the  data  held  In  the 
Supply  Bulletin  work  file  thereby  fixing  the  data  that  will  be  In 
the  1 March  and  1 September  SB  issued  to  TRADOC  and  other  field 
commands  (arc  9-11).  The  Catalog  Data  Agency  (CDA)  and  DESCOM 
exchange  Information  updating  each  other’^s  files  (arcs  11-13  and 

18- 22,  respectively).  At  node  17,  copies  of  the  SB  700-20  edit 
tapes  are  sent  to  all  the  users.  The  edit  tapes  are  furnished  In 
advance  of  when  the  Government  Printing  Office  (6P0)  produces  and 
distributes  the  hardcopy  version  of  SB  700-20  (arc  16-19  and 

19- 23).  DESCOM  In  coordination  with  CDA,  updates  their  data  files 
by  preparing  discrepancy  reports  and  submitting  them  to  the  sup- 
porting agencies  for  comment  (arcs  22-25  and  25-26,  respectively). 

D-IV-3.  CRITICAL  MILESTONES.  Two  critical  milestones  for  this 
network  are  the  10  November  and  10  May  cut-off  dates  associated 
with  the  Supply  Bulletin.  These  dates  mark  the  time  when  the 
DESCOM  work  file  Is  turned  over.  Changes  received  after  these 
cut-off  dates  are  held  for  Incorporation  In  the  next  SB  to  be  pub- 
lished 6 months  1 ater. 

D-lV-4.  LINKAGE  TO  OTHER  NETWORKS.  From  node  21,  the  SB  network 
joins  the  TOE  Change  network.  Information  in  the  SB  Is  Incorpo- 
rated In  the  semiannual  CCT  publication  produced  by  TRADOC. 
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Figure  D-IV-1.  Supply  Bulletin  Update  (Chapters  2 and  8) 
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Supply  Bulletin,  Chapters  6 and  7 


U-V-l.  PURPOSE.  The  Supply  Bulletin  (Chapters  6 and  7)  process 
provides  an  analysis  of  the  work  flow  associated  with  the  intro- 
duction of  commercial  items  of  equipment  into  the  Army  inventory. 

U-V-2.  DESCRIPTION.  The  Supply  Bulletin  (Chapters  6 and  7)  pro- 
cess is  initiated  with  the  submission  of  changes  to  Chapters  6 and 
7 (arc  1-2).  Chapter  6,  "TDA  Items  Not  Requiring  Type  Classifica- 
tion", lists  nondevel opmental  , nonexpendable  TL)A  items,  including 
items  addressed  in  Appendix  P,  AR  31U-49;  and  DA  controlled  items 
(para  4-4,  AR  ilU-49)  regardless  of  cost.  Chapter  7,  "Nontype 
Classified,  Non-PEMA  Commercial  Items,"  list  Non-standard  Line 
Item  Numbers  (NSLIN)  for  commercial  items  not  type  classified  to 
be  included  in  Section  III  or  IV  of  a TDA.  The  Equipment  Authori- 
zation Review  Activity  (EARA)  is  responsible  for  reviewing  and 
forwarding  to  DESCOM  those  changes  that  do  not  involve  a replace- 
ment (arc  2-4).  If  a replacement  is  required,  EARA  will  forward 
the  change  to  DA  for  approval  (arc  2-3).  If  DA  approves  the 
change,  it  will  be  forwarded  to  DESCOM  (arc  3-4).  Regardless  of 
whether  the  change  request  flows  through  DA,  DESCOM  will  review 
and  then  enter  the  change  in  the  SB  work  file  (arc  4-6).  Semian- 
nually (10  November  and  10  May),  DESCOM  freezes  the  data  held  in 
the  SB  work  file,  thereby  fixing  the  data  that  will  be  in  the  1 
March  and  1 September  SB  issued  to  the  field  (arc  b-9).  The  Cata- 
log Data  Agency  (CDA)  and  DESCOM  exchange  information  updating 
each  others'  files  (arc  9-13  and  18-22,  respectively).  At  node 
17,  copies  of  the  SB  700-20  edit  tapes  are  sent  to  all  the  users. 
The  edit  tapes  are  furnished  before  the  Government  Printing  Of- 
fice (GPO)  produces  and  distributes  the  hardcopy  version  of  SB 
700-20  (arcs  16-19  and  19-23).  DESCOM,  in  coordination  with  CDA, 
updates  its  data  files  by  preparing  discrepancy  reports  and  sub- 
mitting them  to  the  supporting  agencies  for  comment  (arcs  22-25 
and  25-26). 

D-V-3.  CRITICAL  MILESTONES.  Two  critical  milestones  for  this 
network  are  the  lo  November  and  10  May  SB  cut-offs.  It  is  then 
that  the  work  file  at  DESCOM  is  cut  off;  no  subsequent  changes 
received  after  these  dates  will  be  incorporated  into  the  SB  pub- 
lished the  following  1 March  and  1 September,  respectively. 

D-V-4.  LINKAGE  TO  OTHER  NETWORKS.  From  node  21,  the  Supply  Bul- 
letin (Chapters  6 and  7),  joins  the  TAADS  Documentation  network 
thereby  incorporating  information  on  commercial  items  in  the 
VTAADS  update. 
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Figure  D-V-1.  Supply  Bulletin  Update  (Chapters  6 and  7) 
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Annex  VI 
MOS  UPDATE 


D-VI-1.  PURPOSE.  The  MOS  Update  process  controls  the  manner  by 
which  MOS  changes  evolve  from  a request  for  a change  to  the  publi- 
cation of  the  MOS  edit  tape. 

D-VI-7.  DESCRIPTION.  The  MOS  Update  process  Is  initiated  with 
the  submission  of  MOS  change  requests  to  MILPERCEN  (arc  1-2).  The 
MOS  changes  submitted  by  the  MACOMs  are  staffed  by  MILPERCEN  (arc 
2-3)  and  returned  to  the  proponent  MACOM  for  review  (arc  4-5). 

After  reviewing  the  change  requests,  MILPERCEN  forwards  the  re- 
t quest  to  DA  (arc  6-6).  ODCSPER  then  reviews  the  request.  At  node 

1 8,  MILPERCEN  either  approves  or  disapproves  the  MOS  change  request 

(arcs  9-10  and  8-9).  If  MILPERCEN  approves  the  change.  Letters  of 
Notification  (LON)  are  forwarded  to  the  MACOMs  (arc  10-11).  All 
the  LONs  are  collected  (arc  11-12)  and  MILPERCEN  prepares  the  MOS 
edit  tape  (arc  12-14)  for  release  on  approximately  1 August  and 
I 1 February.  Copies  of  the  MOS  edit  tape  are  provided  to  the  MACOMs 

(arc  14-15),  DA  (arc  14-18),  and  the  installation  SIDPERS  (arc 
' 14-16).  These  tapes  are  used  to  update  MACOM  VTAADS  (arc  15-19), 

j DA  TAADS  (arc  18-22),  and  installation  personnel  records  (arc 

16-20).  At  the  same  time  that  the  MACOMs  are  updating  their 
VTAADS  files,  TRADOC  updates  the  TOE  file  with  the  latest  MOS  edit 
tape.  Semiannually,  TRADOC  publishes  the  TOE  Consolidated  Change 
r Table  (CCT)  discussed  in  Annex  VII  (arc  17-21). 

j;  D-VI-3.  CRITICAL  MILESTONES.  The  critical  milestone  events  for 

' the  MOS  Update  process  are  the  publication  of  the  MOS  Edit  Tape 

Ij  (node  14)  and  TRADOC 's  preparation  of  revised  MOS  data  for  inclu- 

; si  on  in  the  CCT  (node  17). 

I D-VI-4.  LINKAGE  TO  OTHER  NETWORKS.  At  node  15,  the  MOS  Update 

1 process  is  linked  to  the  TOE  Change  process.  The  MOS  changes  are 

S important  inputs  to  TAADS,  and  thus  are  directly  linked  to  the 

j TAADS  Documentation  network  from  node  18.  The  MOS  Update  process 

;!  also  feeds  the  Training  Program  Development  network  from  node  15. 
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^^For  definition  of  acronyms,  abbreviations 
and  short  terms,  see  Glossary. 

— ^Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 
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Annex  VII 

TOE  Change  Process 


D-VII-1.  PURPOSE.  TOE  Change  is  the  process  by  which  new  TOEs 
are  developed,  published,  and  incorporated  into  the  Consolidated 
Change  Table  (CCT)  twice  a year. 

D-VIII-2.  DESCRIPTION.  The  TOE  Change  process  is  initiated  with 
the  development  of  draft  plans  for  new  TOE  by  the  TRADOC  training 
schools  (Infantry  School,  Armor  School,  Artillery  School,  etc.) 
(arc  1-2).  TRADOC  reviews  the  draft  plan  TOEs  and  prepares  a plan 
TOE  (arc  3-4).  The  plan  TOE  is  forwarded  to  FORSCOM  (arc  4-5),  DA 
(arc  4-6),  and  DARCOM  (arc  4-7)  for  their  review  and  comments. 
Based  principally  on  comments  received  from  these  three  MACOMs, 
TRADOC  prepares  a final  tape  for  new  TOE.  This  tape  is  forwarded 
to  the  MACOMs  prior  to  the  1 September  and  1 March  effective  dates 
(arc  12-16).  The  tape  is  also  forwarded  to  TAG  for  publication 
and  distribution  (arcs  12-15).  A post-publication  review  is  then 
conducted  by  the  implementing  MACOMs,  TRADOC  and  DARCOM  (arcs 
15-16,  15-18  and  15-17,  respectively).  Recommended  revisions  are 
consolidated  by  TRADOC  (arc  18-20).  Changes  to  the  TOE  transac- 
tion file  are  accumulated  by  TRADOC  in  preparation  to  producing 
the  next  semiannual  CCT  publication  (arc  20-21). 

D-VII-3.  CRITICAL  MILESTONES.  The  critical  events  associated 
with  this  network  are  at  nodes  12  and  22  where  the  TOE  tapes  are 
sent  to  the  MACOMs  for  incorporation  into  authorization  documents. 
Also  critical  are  the  input  from  the  SB  and  MOS  Update  networks. 
These  publications  precede  the  publication  of  the  CCT  and  need  to 
be  incorporated  in  the  latest  CCT  on  a timely  basis. 

D-VII-4.  LINKAGE  TO  OTHER  NETWORKS.  The  TOE  change  network  feeds 
the  TAADS  Documentation  network  from  nodes  12  and  22.  It  receives 
information  from  the  SB  and  MOS  Update  networks. 
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Figure  D-VII-1.  TOE  Change  Process 


L ■ __ 2 


(15) 

Post-pub  rev 
by  implementing 
MACOM  / 


(10) 

TAG  distr  TOE 
to  MACOM 


(15) 

Post-pub  rev  by 


(15)  \ 
Post-pub  ' 
review  by 
DARCOM 


(120) 

Implementing 


(5) 

Implementing  MACOM 
V recomnend  revisions 
\^and  corrections  if 
needed 

(10) 

f jg  \ TRADOC  rev 
\ /recommendations 


/ (5) 

/DARCOM  recommends 
/revisions  and 

corrections  if  needed 


/lates  ch  to  TOE  ' 
transaction  file 
in  prep  for  CCT 
pub 


Go  tenNode  12 


CAA-SR-77-7 

APPENDIX  D 
Networks 

Annex  VIII 
TAADS  Documentation 


D-VIII-1.  PURPOSE.  The  TAADS  Documentation  process  depicts  the 
flow  of  authorization  documents  into  TAADS  during  a yearly  cycle. 
The  monthly  FAS  and  TAADS  updates  are  depicted  with  the  FAS 
changes  being  returned  to  DA  in  the  form  of  revised  TAADS  docu- 
ments (VTAADS)  after  a 65  day  interval.  All  other  TAADS  documen- 
tation is  shown  entering  at  the  appropriate  time  during  the  year. 
The  network  also  indicates  the  users  of  TAADS  information,  and 
when  during  the  year  this  information  is  required.  The  TAADS 
Documentation  network  serves  as  an  operational  base  which  connects 
the  other  sixteen  management  processes  in  their  proper  sequence. 

D-VIII-2.  DESCRIPTION.  The  section  of  TAADS  Documentation  shown 
in  this  annex  is  a portion  of  the  full  yearly  cycle  found  at  Ap- 
pendix F.  In  this  segment  (April  through  June),  the  May  PBG  is 
sent  to  the  field,  and  PBG  documents  are  fed  back  to  the  DA  TAADS 
with  April's  YTAADS/TAADS  update  (arc  21-23).  Each  monthly  cycle 
in  the  TAADS  documentation  process  consists  of  10  events  and  12 
activities.  The  month  begins  with  the  FAS  being  sent  to  the  MACOMs 
for  update  (arc  15-18,).  At  node  18  two  activities  take  place: 
the  FAS  file  is  updated  and  returned  to  HODA  by  the  15th  of  the 
month  (arcs  18-22  and  22-23);  and  the  FAS  changes  are  incorpo- 
rated into  TAADS  and  returned  to  DA  (arcs  18-41  and  41-43,  respec- 
tively). The  updated  FAS  and  TAADS  are  collected  at  HQDA  (arcs 

23- 24  and  23-25,  respectively)  and  from  this  update  current  in- 
formation is  drawn  to  link  with  the  PERSACS  (arcs  24-27  and 
25-27,  respectively)  and  the  Personnel  Requisition  Networks  (arc 

24- 26).  The  remainder  of  the  TAADS  Documentation  network  repeats 
this  basic  sequence  for  each  month  of  the  yearly  cycle. 

D-VIII-3.  CRITICAL  MILESTONES.  The  most  critical  milestone  in 
TAADS  Documentation  is  the  monthly  VTAADS/TAADS  update  (arc  23-24). 
In  the  automated  scheduling  analysis,  this  activity  was 
to  be  completed  by  the  first  of  every  month;  this  forced  the  net- 
work into  an  accurate  monthly  schedule  that  is  crucial  to  timely 
linkages  with  other  networks  in  the  Base  Case  (Chapter  5,  para- 
gtaph  5-2).  By  tying  down  this  event,  the  information  for  PER- 
SACS,  LOGSACS,  and  the  Pass  Records  File  are  available  the  first 
of  the  month.  These,  in  turn,  feed  other  processes  which  use  au- 
thorization documentation  information. 

D-VIII-4.  LINKAGE  TO  OTHER  NETWORKS.  The  TAADS  Documentation 
network  forms  the  base  in  the  authorization  management  system  and. 
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consequently,  is  the  central  diagram  from  which  all  other  MOC  pro- 
cesses are  linked.  Specifically,  the  PBG  documentation  links  to 
node  21,  the  FAS  change  documentation  links  monthly  {nodes  21,  32, 
and  41),  the  PERSACS,  and  Personnel  Requisition  Processes  link  to’ 
nodes  24  and  25,  and  other  networks  are  linked  throughout  the 
year. 
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l^Thls  flqure  Is  an  excerpt  from  the  complete  Annual  TAADS 
documentation  at  Appendix  F. 

fe'^Three  special  abbreviations,  which  appear  on  this  figure  only, 
are  used  to  represent  entire  networks  shown  In  certain  subsequent 
figures  as  follows:  Pre-Personnel  Requisition,  USAREUR  (Figure  D-XV-1), 

PRO-Personnel  Requisition,  CONUS  (Figure  D-XIII-1),  and  PRS-PERSACS 
(Flqure  O-IX-1). 

— for  definition  of  other  acronyms,  abbreviations  and  short  terms, 
see  Glossary. 
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Annex  IX 

PERSACS  Preparation 


D-lX-1.  PURPOSE.  The  PERSACS  Preparation  process  examines  the 
preparation  of  the  PERSACS  report. 

D-lX-2.  DESCRIPTION.  Preparatloh  of  the  TAADS/TOE  component  file 
each  month  by  USAMSSA  (arc  1-3)  Initiates  the  PERSACS  process. 

This  file  Is  detailed  to  component  level  (Active  Army,  National 
Guard,  US  Army  Reserve,  and  unmanned)  and  Is  provided  for  subse- 
quent matching  with  the  FAS  during  force  preparation  (arc  3-4). 

At  approximately  the  same  time  the  TAADS/TOE  component  file  Is 
being  prepared,  ODCSOPS  updates  the  force  In  FAS,  thus  Insuring 
that  the  force  Is  properly  configured  (arc  2-3).  During  SACS 
force  preparation  (arc  3-4),  the  FAS  and  TAADS  files  are  overlaid 
to  make  certain  that  there  Is  a document  for  every  unit  In  the 
force.  During  the  preliminary  SACS  computation  run  (arc  5-6), 
TAADS  Is  matched  with  the  FAS  force  to  generate  the  detailed  per- 
sonnel records.  As  soon  as  the  final  computation  run  Is  completed 
(arc  7-8),  copies  of  the  PERSACS  tape  are  sent  to  ODCSOPS  and  MIL- 
PERCEN  (arcs  8-9  and  8-10). 

D-IX-3.  CRITICAL  MILESTONES.  The  critical  events  In  the  PERSACS 
preparation  process  Involve  the  Inputs  from  FAS  and  TAADS  at  node 
3,  and  the  final  preparation  and  distribution  of  the  product  by 
the  suspense  dates  associated  with  activities  on  arcs  8-9  and 
8-10. 


D-IX-4.  LINKAGE  TO  OTHER  NETWORKS.  The  PERSACS  preparation  pro- 
cess receives  critical  Information  from  the  TAADS  Documentation 
process.  The  PERSACS  process  directly  feeds  the  Training  Program 
Development  process  four  times  a year  to  generate  Information  for 
the  appropriate  ARPRINT  cycles.  The  Information  In  PERSACS  also 
serves  as  Input  to  the  requisition  validation  report  used  by  MIL- 
PERCEN  (command  managers)  to  check  on  the  validity  of  requisi- 
tions. 


I 
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Annex  X 

LOGSACS  PREPARATION 


D-X-1.  PURPOSt.  The  Logistic  Structure  and  Composition  System 
(LOGSACS)  is  a HQDA  administered  process  for  integrating  force 
structure  data  from  the  Force  Accounting  System  (FAS)  and  equip- 
ment data  from  The  Artny  Authorization  Documents  System  (TAADS), 
the  Tables  of  Organization  and  Equipment  (TO&E)  System,  and  the 
Basis  of  Issue  Plan  (BOIP)  System.  The  authorization  data  from 
LOGSACS  is  used  by  the  equipment  managers  at  the  National  Inven- 
tory Control  Points  (Materiel  Readiness  Commands)  in  validating 
requisitions  received  from  the  field.  The  requirements  data  from 
LOGSACS  is  used  by  ODCSRDA  to  calculate  the  Initial  Issue  Ouantity 
and  Authorized  Acquisition  Objective  (see  Annex  XII). 

» 

D-X-2.  DESCRIPTION.  Preparation  of  the  TAADS  and  TOE  computa- 
tional files  by  USAMSSA  (arc  1-3)  initiates  the  LOGSACS  process. 
The  TAADS  file  contains  equipment  authorization  records  for  the 
three  components'-  Active  Army,  National  Guard  and  US  Army  Re- 
serves. The  unmanned  component  computes  its  requirements  from  the 
TOE  file.  The  TAADS/TOE  files  are  used  for  matching  the  units  in 
the  FAS  during  force  preparation  (arc  3-4).  At  approximately  the 
same  time  the  TAADS/TOE  files  are  being  prepared,  ODCSOPS  performs 
necessary  force  data  updates  thus  ensur-ing  data  validity  (arc 
2-3).  During  LOGSACS  force  preplffration  week  (arc  3-4),  the  FAS 
and  TAADS/TOE  files  are  compared  by,  .computer  to  ensure  that  each 
unit  in  the  force  will  match  the  appropriate  equipment  record  dur- 
ing the  LOGSACS  process.  Equipment  modernization  requirements  are 
generated  by  applying  the  Basis  of  Issue  Plans  in  LOGSACS  (arc 
5-6).  Modification  to  LOGSACS  equipment  data  can  be  made  using 
the  Shorthand  Note  subsystem  at  any  point  between  nodes  5 and  9 
(node  10  if  the  analysis  of  results  can  be  waived).  As  soon  as 
the  final  computations  have  been  completed,  copies  of  the  LOGSACS 
tape  are  sent  to  both  DESCOM  and  ODCSRDA.  DESCOM  uses  the  LOGSACS 
file  to  prepare  the  lifcjor  Item  Distribution  Plan  (MIDP)  of  which 
the  equipment  validation  report  (H-b3U  produce)  is  an  important 
component. 

D-X-3.  CRITICAL  MILESTONES.  The  critical  event  in  the  LOGSACS 
process  occurs  at  node  3 with  receipt  of  the  TAADS/TOE  computa- 
tional files  and  updated  FAS  information.  Information  supporting 
the  TAADS  and  FAS  files  must  be  input  to  those  systems  on  a rigor- 
ous schedule  if  that  data  is  to  be  reflected  in  the  latest 
LOGSACS.  A procedure, Shorthand  notes  (SHM),  has  been  developed 
for  inserting  late  or  newly  generated  information  without  redoing 
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the  LOGSACS  In  Its  entirety.  SHN  can  be  Introduced  at  any  node 
between  5 and  9.  These  SHN  make  it  possible  to  introduce  last 
minute  equipment  information  into  the  latest  LOGSACS  production 
run. 

D-X-4.  LINKAGES  TO  OTHER  NETWORKS.  LOGSACS  Is  linked  to  the  eq- 
uipment requisition  processes  for  EUROPE  and  CONUS  from  node  10. 
DESCOM  takes  the  results  of  the  LOGSACS  process  and  uses  the  in- 
formation to  produce  a report  used  by  commands  and  NICP  to  vali- 
date equipment  requisitions.  LOGSACS  information  is  also  sent  to 
ODCSRDA  to  support  the  IIQ/AAO  computations  in  POM 


devel opment . 1 , 391 , 802 


and  short  terms,  see  Glossary 

—^Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 
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Annex  XI 

TRAINING  PROGRAM  DEVELOPMENT 


D-XI-1.  PURPOSE.  The  Training  Program  Development  network  traces 
the  preparation  of  the  Army  Program  for  Individual  Training  (AR- 
PRINT)  through  the  semiannual  update  cycle  and  the  subsequent  im- 
plementation of  the  training  requirements  through  installation 
level  revisions  in  VTAADS. 

D-VI-2.  DESCRIPTION.  Preparation  of  the  appropriate  monthly  PER- 
SACS  tape  is  the  initial  activity  (arc  1-4)  in  the  ARPRINT  pro- 
cess. After  analysis  of  the  PERSACS  at  ODCSPER  and  MILPERCEN  (arc 
4-8),  input  preparation  commences  for  PIA,  AID-E,  and  ELIM-COMPLIP 
(arcs  8-12,  2-6  and  3-7,  respectively).  Any  force  changes  not 
captured  in  the  latest  PERSACS  are  provided  by  ODCSOPS  (arc  5-9) 
and  the  training  requirements  are  manually  adjusted  (arc  9-10). 
Input  from  the  Army  Reserve  (arc  14-17)  and  the  National  Guard 
(arc  15-17)  are  consolidated  into  the  Reserve  Enlistment  Program 
at  ODCSPER  (arc  17-21).  The  MOS  update  process  feeds  ARPRINT  at 
node  19.  Here,  the  revised  MOS  designations  and  numbers  are  sub- 
mitted to  TRADOC  (arc  19-20)  where  they  are  consolidated  by  func- 
tional skill  requirements  and  fed  directly  into  the  ARPRINT  update 
cycle  (arc  21-22).  After  this  formal  update  period,  installations 
develop  class  schedules  (arc  22-24)  and  send  them  to  TRADOC  for 
review  (arcs  24-25  and  25-26  respectively) . Once  TRADOC  review  is 
completed,  the  installation  prepares  their  revised  TDAs  (arc  26-27) 
and  updates  VTAADS  (arc  27-28) 

D-XI-3.  CRITICAL  MILESTONES.  The  critical  milestones  in  the 
ARPRINT  process  are  the  completion  of  PERSACS  at  node  4,  comple- 
tion of  PIA  and  ELIM-COMPLIP  at  node  8,  and  the  completion  of  the 
actual  ARPRINT  preparation  cycle  at  node  22.  The  development  of 
class  schedules  and  the  eventual  preparation  of  the  revised 
installation  TDAs  at  node  27  is  critical  to  getting  the  ARPRINT 
impact  into  VTAADS  at  node  28. 

D-XI-4.  LINKAGE  TO  OTHER  NETWORKS.  The  Training  Program  Develop- 
ment network  is  linked  to  the  TAADS  Documentation  network  through 
the  PERSACS  process  four  times  a year.  It  is  also  linked  to  the 
MOS  update  through  the  use  of  revised  MOS  information  (arc  20-21). 
Once  the  revised  TDAs  are  approved  at  node  26,  the  ARPRINT  process 
feeds  the  Personnel  Requisition  CONUS  network  to  provide  for  the 
requisitioning  of  additional  instructors  and  support  personnel  at 
TRADOC  Installations. 
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-'^For  definition  of  acronyms,  abbreviations 
and  short  terms,  see  Glossary. 

—^Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 
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Annex  XII 

Initial  Issue  Quantlty/Authorlzed  Acquisition  Objective 


D-XII-1.  PURPOSE.  The  Initial  Issue  Quantity/Authorized  Acqui- 
sition Objective  (IIQ/AAO)  process  is  the  DA  administered  system 
that  specifies  the  Army  equipment  requirements  for  the  POM  years. 

D-XII-2.  DESCRIPTION.  The  IIQ/AAO  process  Is  initiated  with  the 
preparation  of  the  POM  LOGSACS  (arc  1-7)  and  the  transmittal  of 
that  tape  to  the  Research,  Development  and  Acquisition  Information 
Systems  Agency  (RDAISA)  (arc  7-10).  Two  other  major  Inputs  fur- 
nished RDAISA  are  updates  to  the  procurement  data  base  (arc  8-10) 
and  the  Planning,  Procurement  and  Guidance  (PPG)  Instructions, 
both  of  which  are  furnished  by  ODCSRDA.  The  principal  contribu- 
tors to  updating  the  procurement  data  base  are  ODCSOPS,  DESCOM, 
and  the  NICPs  (arcs  2-8,,  3-8  and  4-8,  respectively).  ODCSOPS  is 
responsible  for  providing  ODCSRDA  with  the  force  deployment  sched- 
ule (arc  5-9)  and  special  contingency  requirements  (arc  fa-9). 
Having  reviewed  the  POM  LOGSACS,  updates  of  the  procurement  data 
base,  and  the  latest  PPG  instructions,  RDAISA  determines  the  Army 
Acquisition  Objective  (AAO)  (arc  10-11).  The  final  three  activi- 
ties in  this  process  describe  how  the  AAO  information  Is  furnished 
to  the  NICPs;  how  the  NICPs  complete  the  AMP  and  submit  It  to 
ODCSRDA;  and  how  ODCSRDA  then  inputs  that  information  Into  the  PDB 
for  the  POM,  budget,  and  apportionment  documentation  (arcs  11-12, 
12-13,  and  13-14,  respectively). 

D-XlI-3.  CRITICAL  MILESTONES.  Development  and  production  of  the 
POM  LOGSACS  Is  the  most  critical  event  associated  with  this  pro- 
cess. The  NICPs  cannot  prepare  their  portion  of  the  AMP  without 
LOGSACS  Input.  Because  of  continual  changes  being  made  to  FAS  and 
TAADS,  the  production  of  timely  LOGSACS  data  is  required  for  accu- 
rate IIQ/AAO  development. 

D-XII-4.  LINKAGE  TO  OTHER  NETWORKS.  The  IIQ/AAO  process  is 
linked  to  the  LOGSACS  Preparation  process  at  node  7. 
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-^For  definition  of  acronyms,  abbreviations 
and  short  terms,  see  Glossary. 

^Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 
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ANNEX  XIII 

Personnel  Requisition  CONUS 


D-XIII-1.  PURPOSE.  The  Personnel  Requisition  process  for  CONUS 
models  the  workflow  associated  with  personnel  requisitions  for 
CONUS  units. 

D-XIII-2.  DESCRIPTION.  The  CONUS  Personnel  Requisition  process 
Is  Initiated  with  the  transmittal  of  the  Pass  Records  (PR)  tape 
from  DA  ODCSOPS  to  the  MACOMs  (arc  1-2).  At  each  MACOM,  the  tape 
is  distributed  and  processed  so  that  SIDPERS  Is  updated  with  the 
latest  TAADS  information  (arc  3-4).  As  a result  of  this  Inter- 
face action  at  the  installation  level,  the  Enlisted  Master  File 
(EMF)  is  updated  and  forwarded  to  DA  (arc  4-10),  the  SIDPERS  In- 
terface Division  (SID)  forwards  the  Unit  Manning  Report  (UMR)  to 
the  unit  (arc  4-5),  and  Installation  management  reports  are  pre- 
pared (arc  4-6).  These  separate  actions  result  in  units  updating 
their  UMR  and  Installations  projecting  their  requirements  (arcs 
5-7  and  7-8,  respectively).  In  this  way,  personnel  shortages  can 
be  Identified  and  appropriate  requisitions  submitted  to  MILPERCEN 
(arcs  7-9,  8-9,  and  9-10,  respectively).  Once  a requisition 
reaches  MILPERCEN,  It  must  be  reviewed  and  validated  (arcs  10-11 
and  11-12,  respectively).  If  the  requisition  is  approved,  assign- 
ment instructions  are  sent  to  both  the  losing  and  gaining  Instal- 
lations (arcs  14-15  and  14-16,  respectively).  The  losing  Instal- 
lation is  responsible  for  sending  the  Transfer  Data  Record  (TDR) 
to  the  gaining  Installation  (arc  15-17).  The  network  terminates 
with  the  arrival  of  the  replacement  at  the  receiving  unit  (arc 
18-19),  the  verification  of  the  assignment,  and  the  final  updating 
of  SIDPERS  (arcs  20-21). 

D-XIII-3.  CRITICAL  MILESTONES.  The  only  critical  milestone  event 
^1n  the  Personnel  Requisition  process  for  CONUS  Is  the  forwarding 
of  the  Pass  Records  tapes  to  the  MACOMs  at  node  2. 

D-XIII-4.  LINKAGE  TO  OTHER  NETWORKS.  The  Personnel  Requisition 
network  for  CONUS  is  fed  by  the  TAADS  Documentation  network  (arc 
1-2)  and  by  ARPRINT  at  node  9. 


D-XIII-1 
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— ^For  definition  of. acronyms,  abbreviations 
and  short  terms,  see  Glossary 


-^Numbers  in  parentheses  indicate  number  of 
working  days  normally  required. 
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Annex  XIV 

Equipment  Requisition  CONUS 


D-XIV-1.  PURPOSE.  The  purpose  of  the  Equipment  Requisition  CONUS 
process  is  to  analyze  the  procedures  for  providing  changes  in  eq- 
uipment authorized  to  a unit  and  to  supply  that  new  materiel. 

D-XIV-2.  DESCRIPTION.  The  Equipment  Requisition  CONUS  process 
begins  with  either  a unit  request  for  a change  to  its  authoriza- 
tion document  (arc  1-3)  or  a UA  directed  authorization  change  (arc 

2- 3).  Regardless  of  the  origination  of  the  change,  CONUS  MACOMs 
either  document  the  change  in  VTAADS  (arc  3-6),  submit  a proposed 
change  to  DA  (arc  3-4),  or  disapprove  the  change  request  (arc 

3- b).  Approved  change  requests  enter  DA  TAADS  at  node  10  and  are 
incorporated  in  the  LOGSACS  produced  by  ODCSOPS.  Only  those  ap- 
proved changes  residing  in  the  TAADS  data  base  will  be  incorpo- 
rated in  the  periodic  production  of  LOGSACS.  Following  produc- 
tion, LOGSACS  is  sent  to  DESCOM  (arc  15-20)  where  the  equipment 
validation  report  (H-530  product)  (arc  20-22)  is  produced.  This 
report  is  used  by  commodity  managers  to  validate  major  item  requi- 
sitions (arc  24-26).  From  node  23,  DESCOM  forwards  an  additional 
validation  product  the  Army  Equipment  Status  Report  (AESR)  to  the 
commodity  managers.  This  report  reflects  what  equipment  is  pre- 
sently on-hand  in  the  units  and  depots.  During  the  time  that  the 
changes  are  being  updated  in  TAADS,  and  LOGSACS  is  being  produced, 
commodity  managers  are  using  the  validation  reports  prepared  by 
DESCOM  for  the  last  LOGSACS.  The  top  path  of  the  network  begins 
with  the  MACOMs  returning  approved  documents  to  the  installation 
submitting  the  change  (arc  6-9).  With  an  approved  document  units 
can  then  submit  requisitions  (arc  12-14).  Requisitions  move 

much  quicker  in  CONUS  than  in  USAREUR  where  a requisition  must 
filter  through  as  many  as  three  command  levels  before  going  to  the 
NICP.  In  CONUS,  only  the  installation  has  the  opportunity  to  re- 
view the  request  before  forwarding  it  (arc  14-24).  Depending  upon 
whether  the  commodity  manager  can  validate  the  request  (arc  24-26) 
or  not  (arc  24-28),  either  the  MACOM  item  manager  (arc  28-30),  the 
Equipment  Authorization  Review  Activity  (EARA)  (28-31),  or  0D(^SL0G 
(arc  31-34)  will  be  contacted  for  validation  assistance.  Uoon 
validation,  the  NICP  will  forward  the  requisitioned  item  (arcs 
26-27,  30-32,  33-36,  and  36-38  depending  where  validation  assis- 
tance i s obtained) . 

D-XIV-3.  CRITICAL  MILESTONES.  The  most  critical  milestone  for 
this  process  is  the  production  of  LOGSACS  by  DA  (arc  13-16).  Un- 
til this  occurs,  commodity  managers  can  not  be  furnished  usable 
validation  documents.  n vtw  i 
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D-XIV-4.  LINKAGE  TO  OTHER  NETWORKS.  Equipment  Requisition  CONUS 
is  linked  to  the  production  of  LOGSACS  at  arc  13-15. 
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ANNEX  XV 

Personnel  Requisition  USAREUR 


U-XV-1.  PURPOSE.  The  Personnel  Requisition  process  for  USAREUR 
differs  from  that  for  CONUS.  The  network  Is  oriented  specifically 
to  USAREUR  and  follows  the  activities  which  generate  personnel 
requirements,  forwards  the  requisitions  to  MILPERCEN,  and  pro- 
cesses the  arriving  theater  replacements. 

U-XV-2.  DESCRIPTION.  The  USAREUR  Personnel  Requisition  process 
Is  initiated  with  the  transmittal  of  the  Pass  Records  (PR)  tape 
from  DA  ODCSOPS  to  USAREUR  (arc  1-2).  At  USAREUR,  Cycle  IV  of  the 
VTAADS  file  Is  updated  using  the  PR  tape  (arc  2-3).  Once  the 
SIDPERS/VTAADS  interface  has  been  accomplished  (arc  3-4),  the  Ac- 
tive Arit\y  Personnel  Reporting  System  (AAPERS)  is  updated  reflect- 
ing gains  and  losses  (arc  4-b).  The  SIOPERS  Interface  Division 
(SID)  Is  responsible  for  preparing  the  Unit  Manning  Reports  (UMR) 
which  are  then  provided  to  the  units  (arc  5-7).  These  reports  are 
updated  by  the  units  and  returned  to  the  SID,  at  which  point  the 
USAREUR  Military  Personnel  Center  (MILPER)  projects  what  the  re- 
quirements and  shortfalls  are  likely  to  be  (arc  9-10).  The  upper 
loop  (from  node  5 to  node  10)  describes  how  requisitions  for  E8's, 
E9's,  and  WACs  are  forcasted  and  requested.  As  the  requisitions 
arrive  at  MILPER,  they  are  validated  and  sent  to  DA  (arcs  10-12 
and  12-13,  respectively).  At  the  same  time  that  the  SID  is  for- 
warding Unit  Manning  Reports  (UMR),  MILPER  updates  the  EMF  and 
forwards  this  information  to  DA  (arc  5-13).  Requisitions  received 
from  USAREUR  are  reviewed  by  MILPERCEN  (arc  13-14)  and  validated 
by  the  command  managers  (arc  14-15).  If  the  requisition  is  ap- 
proved for  fill,  then  reassignment  instructions  are  sent  to  the 
losing  unit  (arc  16-18)  while  assignment  instructions  are  for- 
warded to  MILPER  (arc  lb-19).  A pinpoint  assignment  is  determined 
by  USAREUR  (arc  19-20)  and  arrival  information  is  passed  to  the 
21st  Replacement  Battalion  (arc  22-24).  When  the  replacement  ar- 
rives in  Europe  (node  24),  the  member  is  processed  at  the  Replace- 
ment Battalion  (arc  24-25)  and  sent  to  a receiving  unit  (arc 
25-26).  Then  the  replacement  is  processed  through  the  Regional 
Personnel  Center  (RPC)  (arc  26-27)  and  SIDPERS  is  updated  to  re- 
flect the  completed  personnel  action  (arc  27-28). 

D-XV-3.  CRITICAL  MILESTONES.  The  major  milestone  event  in  the 
Personnel  Requisition  process  for  USAREUR  is  the  forwarding  of  the 
Pass  Records  tape  from  DA  (node  2).  This  TAAUS  data  forms  the 
basis  for  the  activities  which  follow  and  timely,  accurate  infor- 
mation can  improve  the  submission  of  personnel  requisitions. 

D-XV-1 
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O-XV-4.  LINKAGE  TO  OTHER  NETWORKS.  The  only  linkage  with  other 
authorization  management  processes  occurs  at  node  2 when  the  Pass 
Records  tape  Is  supplied  from  the  TAADS  Oocumentatlon  process. 
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Annex  XVI 

Equipment  Requisition  USAREUR 


D-XVI-1.  PURPOSE.  The  purpose  of  the  Equipment  Requisition  USAREUR 
process  is  to  examine  how  equipment  authorization  changes  are 
documented,  and  how  the  newly  authorized  equipment  is  obtained  by 
the  units  in  USAREUR. 

D-XVl-2.  DESCRIPTION.  The  Equipment  Requisition  USAREUR  process 
begins  with  either  a unit  request  for  a change  to  its  authoriza- 
tion document  (arc  1-3)  or  a DA  directed  authorization  change  (arc 

2- 3).  Regardless  of  the  origination  of  the  change,  USAREUR  either 
documents  the  change  in  VTAADS  (arc  3-6),  submits  a proposed 
change  to  DA  (arc  3-4),  or  disapproves  the  change  request  (arc 

3- 5).  Approved  change  requests  enter  DA  TAADS  at  node  ID  and  are 
Incorporated  in  the  LOUSACS  produced  by  ODCSOPS.  Only  those  ap- 
proved changes  residing  in  the  TAADS  data  base  will  be  incorpo- 
rated in  the  periodic  production  of  LOGSACS.  Following  LOGSACS, 
the  center  portion  of  the  network  shows  how  the  LOGSACS  sent  to 
DESCOM  (arc  14-18)  is  used  to  produce  the  equipment  validation 
report  (H-530  product)  (arc  18-21)  which  in  turn  is  used  by  com- 
modity managers  to  validate  major  item  requisitions  (arc  34-36). 

From  node  33,  USAREUR  and  CONUS  elements  submit  Army  Equipment 
Status  Reports  (AESRs)  reflecting  their  on-hand  equipment.  AESRs 
information  is  also  used  by  the  commodity  managers  to  validate 
requisitions  (arc  34-38).  With  most  changes  (95  percent  or 
greater  are  proponent  approved),  USAREUR  returns  an  approved  docu- 
ment to  the  unit  submitting  it  (arc  6-9).  The  unit  initiates  a 
requisition  (arc  12-15).  That  requisition  may  be  filled  by  either 
the  Division  MMC  (arc  15-20),  the  major  sub-command  MMC  (arc 
20-30),  or  the  theater  MMC  (arc  30-35)  providing  the  equipment  is 
available  for  issue.  If  the  equipment  is  not  available  within 
theater,  a requisition  will  be  submitted  to  the  appropriate  CONUS 
commodity  manager  for  fill  (arc  30-34).  It  is  at  node  34  that  a 
unit  requisition  is  either  validated  or  a request  for  validation 
assistance  is  submitted  to  the  Army  Equipment  Review  Activity 
(EARA)  and/or  ODCSLOG  (arcs  34-36  and  36-37,  respecti vely) . Upon 
validation,  the  NICP  forwards  the  requisitioned  item  (arc  38-40). 

D-XVI-3.  CRITICAL  MILESTONES.  The  critical  milestone  for  this 
process  is  associated  with  the  receipt  of  the  LOGSACS  by  DESCOM 
(node  18).  The  LOGSACS  data  must  reach  DESCOM  promptly  to  produce 
the  necessary  validation  reports. 
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linkage  to  other  networks.  The  Equipment  Requisition 
process  is  linked  to  the  LOGSACS  process  at  nodes  13  and  14. 
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Annex  XVII 
POMCUS  TAADS 


D-XVII-1.  PURPOSE.  The  POMCUS  TAADS  process  involves  the  genera- 
tion of  authorization  changes  to  POMCUS  and  the  implementation  of 
those  changes  at  the  Combat  Equipment  Group  Europe  (CEGE)  storage 
si tes. 

D-XVII-2.  DESCRIPTION.  The  POMCUS  TAAUS  process  is  initiated 
with  FORSCUM's  development  of  the  Program  Year  Force  (PYF)  (arc 
1-2).  FORSCOM  submits  the  PYF  through  FAS  to  OOCSOPS  (arc  2-3) 
and  simultaneously  begins  documenting  the  force  in  TAADS.  ODCSOPS 
enters  changes  to  the  PYF  prior  to  insertion  in  the  force  file 
(arcs  3-5  and  5-7,  respectively).  The  FORSCOM  TAADS  documents  are 
forwarded  to  ODCSOPS  for  review  and  up'^ating  of  DA  TAADS  (arcs  4-8 
and  8-10,  respectively).  Independently,  USAREUR  determines  POMCUS 
requirements  and  forwards  these  to  DA  (arcs  b-y  and  9-lU).  At  DA, 
a POMCUS  troop  list  is  prepared  and  sent  to  ODCSLOG  where  POMCUS 
UICs  are  added  and  coded  items  in  the  authorization  documents  are 
staffed  (arcs  10-11,  11-12,  and  12-14,  respectively).  At  the  same 
time  that  ODCSLOG  is  adding  UICs  for  POMCUS  units  and  staffing 
POMCUS  authorization  documents,  ODCSOPS  is  developing  a coordi- 
nated detailed  troop  list  which  is  subsequently  forwarded  to  ODC- 
SLOG (arcs  10-13  and  13-14,  respectively).  ODCSLOG  must  then  pro- 
vide USAMSSA  with  both  the  troop  list  and  the  necessary  instruc- 
tions to  produce  the  authorization  requirements  for  each  POMCUS 
unit  (arcs  14-15  and  15-16,  respectively).  The  DA  staff  will  then 
review  the  file  provided  by  ODCSLOG  and  obtain  the  necessary  vali- 
dation (arcs  17-18  and  18-20,  respectively).  With  the  return  of 
an  approved  POMCUS  TAADS  file  to  USAMSSA,  tape  copies  are  sent  to 
FORSCOM,  USAREUR  and  DARCOM  (arcs  22-24,  22-26,  and  22-23,  respec- 
tively). USAREUR  then  forwards  the  POMCUS  information  to  the  Com- 
bat Equipment  Group  Europe  (CEGE)  where  computer  programs  are  usee 
to  compare  what  is  in  the  authorization  documents  with  what  is 
physically  in  the  storage  sites  (arcs  26-27,  27-28,  and  27-29, 
respectively).  An  analysis  of  the  results  of  these  comparisons 
permits  CEGE  to  identify  equipment  adjustments  that  will  be  needed 
(arcs  28-31,  29-31,  and  31-32,  respectively).  CEGE  forward*;  com- 
ments to  USAREUR  and  DA  on  the  current  equipment  situation  yarc 
32-34),  while  at  the  same  time  moving  items  within  storage  sites 
(arc  32-33).  POMCUS  excesses  are  turned  in  (arc  36-4U)  and  requi- 
sitions are  submitted  for  new  pie  of  equipment  (arc  36-38).  DA 
staff  action  on  the  comments  forv  , ded  by  CEGE  are  analyzed  (arc 
34-35)  and  the  appropriate  changes  directed  for  the  next  iteration 
of  POMCUS  TAADS  (arc  35-39). 
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D-XVII-3.  CRITICAL  MILESTONES.  The  critical  milestone  event  in 
the  POMCUS  TAADS  network  is  the  receipt  of  the  updated  POMCUS 
TAADS  at  CEGE  (node  27).  That  event  causes  CEGE  to  begin  adjust- 
ing the  POMCUS  equipment  and  timely  receipt  of  the  authorization 
changes  is  crucial  to  maintenance  of  POMCUS  stocks. 

D-XVII-4.  LINKAGE  TO  OTHER  NETWORKS.  The  POMCUS  TAADS  network  is 
linked  to  the  TAADS  Documentation  network  through  the  program  year 
force  documents.  This  linkage  is  currently  depicted  once  a year. 
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E-1.  INTRODUCTION  AND  PURPOSE.  This  Appendix  describes  the  com- 
putational capabilities  of  the  computer-based  operational  tools 
acquired  to  support  the  Management  of  Change  (MOC)  schedule  analy- 
sis. The  principal  operational  tool  for  the  schedule  analysis  was 
the  OPTIMA  1100  Project  Management  System.  OPTIMA  1100  Is  a sys- 
tem of  modular,  automated  routines  which  permit  detailed  time, 
resource,  and  cost  analysis  of  networks  defined  under  conventions 
such  as  those  set  forth  In  Chapter  3.  This  system  operates  on  any 
UNIVAC  Series  1100  computer,  to  Include  the  CAA  UNIVAC  Model  1108. 
For  the  MOC  study,  the  OPTIMA  1100  time  analysis  feature  provided 
sufficient  capability  to  support  required  timing,  scheduling,  and 
synchronization  analysis  of  the  diagrams. 

E-2.  STRUCTURE  AND  CAPABILITIES  OF  OPTIMA  llUU.  The  modular 
structure  of  OPTIMA  1100  permits  the  user  to  select  parametrically 
the  operational  features  required  for  prespecified  computlonal 
procedures.  Figure  E-1  pygvides  a general  flow  diagram  of  the 
available  OPTIMA  modules.  In  the  MOC  schedule  analysis,  only 
the  time  processor,  report  generator  and  network  drafting  modules 
were  used.  The  forms  of  computational  analysis  needed  to  support 
MOC  are  Illustrated  In  Chapter  3,  Table  3-3.  Part  of  that  Table 
Is  reproduced  in  Table  E-1  to  show  how  these  operational  and  com- 
putational capabilities  are  satisfied  by  OPTIMA  1100.  In  several 
analytic  areas,  the  OPTIMA  1100  system  was  uniquely  qualified  to 
provide  the  necessary  technical  support.  For  example,  OPTIMA  has 
the  capability  to  accept  fixed  Interim  event  completion  times,  and 
then  through  a series  of  forward  and  backward  passes,  to  set  start 
and  finish  times  for  all  other  activities;  this  proved  to  be  an 
extremely  powerful  capability  that  was  used  In  the  analysis  of  MOC 
schedule  aUernatives  (see  Chapter  5).  The  view  of  OPTIMA  1100, 
as  seen  by  the  MOC  study  analysts  and  Illustrated  in  Figure  E-2 
appears  as  a somewhat  simplified  version  or  subset  of  the  total 
OPTIMA  package  of  Figure  E-1. 


SPERRY  UNIVAC,  "OPTIMA  1100  Project  Management  System,  Appli- 
cation Brief",  UAOlbA,  SPERRY-UNIVAC  Division,  Sperry  Rand  Corp., 
Blue  Bell , PA  197b. 

**SPERRY  UNIVAC,  "OPTIMA  1100  Project  Management  System,  Pro- 
grammer Reference",  UP8382,  SPERRY-UNIVAC  Division,  Sperry  Rand 
Corp.,  Blue  Bell,  PA  I97b. 
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Table  E-1.  OPTIMA  Computational  Support 


OPTIMA  Capabilities 

Selecting  Network  Start/Finlsh 

Dates 


Setting  Event  Dates 
(Interim  ml lestones) 


Indicating  Longest  Netwohk 
T ime 


Large  Size:  409b  Activities/ 

4095  Networks  (permits  Inter- 
process linkage) 


Multi -Network  Analysis 


Forward'Backward  Pass 

(multiple  Scheduling  process) 


Detailed  Activity  Schedules 


Generating  Automated  Network 

Drawings 


^■jpnerjlfftg  Detailed  Peport 
Tables 


Paold  Nun  Time 


Operatlona l/Computat10_nal  Caoibllltv 

Atsponsive  (e.g.,  once  per  day) 
facility  to  define,  test  and 
evaluate  alternative  networks 
with  different  time  durations  for 
selected  activities 

Ability  to  supply  Information 
on  process  duration  time 

Ability  to  provide  data  to 
Identify  and  trace  individual 
activities  on  longest  comple- 
tion path. 


Facility  to  relate  Individual 
events  to  specific  calendar  dates. 


Ability  to  define!  test  and 
evaluate  alternative  networks 
with  set  milestone  dates  for 
certain  events . 


Ability  to  set  a single  start 
date,  finish  date  or  Interim 
event  completion  date  and  compute 
changes  to  entire  schedule  of 
events. 


Ability  to  specify  sequential 
dependencies  within  a process 
(network)  to  represent  progres- 
sion from  network  start  to 
finish. 


Responsive  facility  to  modify 
event  sequences  and  to  test 
and  evaluate  results ■ 


Ability  to  supply  detailed 
Information  on  alternative 
event  sequencing  effects  on 
process  accompli shmert . 


Ability  to  Identify  synchroniza- 
tion requirements  (e.g..  slnui* 
taneous  events;  timing  of 
critical  completion  dates)  with- 
in and  among  processes  (netwerksV 


Responsive  facility  to  define, 
test  and  evaluate  alternative 
synchronization  schet  e>  through 
network  modfflcatlon  and  an.^lt-sfs. 


Ability  (and  capacll.)  tncnmMni 
ai)  processes  In  netwok  form  w th 
|11  associated  time  and  relit  ional 
piopertles  treated  ooHdtly  and 
In  Indi /Idual  detal I 


Responsive  facility  to  modify, 
compute  results,  tea*  and  evaluate 
alternative  network  onfiguratlons 
representing  Interprccess  Hnkaoes 

^1  Rapid  facility  (e  o..  one  per  dav) 
to  '•ompose  Idraw)  nefwo^k  diaqram 
for  each  alternative  derived  from 
types  pf  analyses  ani  related 
operations  and  rn»t^»i>’ atlons 
desrHhed  above. 


OPTIMA 

1100 

Time 

processor 

Plot 

processor 

Automated 

network 

drawings 


MOC 

. Input  data  structure 


11,  Network  definition 
2.  Structure  & time 
1.  Text 

4.  Calendar  definition 

5.  Time  processor 

6.  Network  drafting 

7.  Report  generator 


Figure  E-2.  MOC  View  of  OPTIMA  1100 


E-3.  MOC  EXAMPLES.  In  the  preceding  paragraphs,  OPTIMA  1100  was 
viewed  first  as  a total  system  and  then  as  a specialized  computer- 
based  tool  used  to  support  the  MOC  network  analysis.  The  follow- 
ing discussion  will  describe  the  mechanics  of  putting  MOC  data 
into  OPTIMA,  and  how  the  resulting  products  were  used  in  the 
study's  temporal  and  synchronization  analyses.  Figure  E-3  is  the 
simplest  MOC  network  diagram,  PERSACS,  drawn  according  to  the  MOC 
networking  conventions  (see  Chapter  3).  This  diagram  shows  the 
Information  that  was  prepared  for  input  to  OPTIMA  1100  and  will  be 
used  as  an  example  in  the  rest  of  the  discussion. 
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a.  Input  Preparation.  An  example  input  data  set  for  the 
PERSACS  network  IS  shown  at  Figure  E-4.  Note  that  only  three 
lines  are  required  to  make  up  the  network  definition  section  and 
that  one  line  is  required  for  each  activity  both  in  the  Structure 
and  Timing  and  the  Text  sections.  These  three  sections  are  the 
only  inputs  that  are  network  dependent.  Heading  cards  in  the  re- 
port section  (lines  41  and  48)  need  to  be  changed  to  place  the 
appropriate  headings  on  report  listings.  It  is  necessary  to 
change  sections  4 through  7 only  if  there  is  a requirement  to 
change  the  internal  calendar  of  the  OPTIMA  programs,  modify  the 
size  of  the  automated  drawing,  or  restructure  the  reports  section. 

b.  Output  Products.  The  following  discussion  is  geared  only 
to  the  OPTIMA  output  reports  and  drawings  which  supported  the  MOC 
scheduling  analysis. 

(1)  In  Figure  E-5,  an  example  time  listing  for  the  PERSACS 
network  is  given.  Note  that  in  this  very  simple  example  there  is 
no  information  in  the  latest-start  or  finish  columns  since  all 
activities  of  the  PERSACS  networks  are  on  the  critical  path.  Time 
information  is  also  displayed  in  the  bar  chart  or  GANTT  Diagram 
shown  at  Figure  E-6.  The  "K"  symbol  denotes  critical  (path)  ac- 
tivities. OPTIMA  1100  permits  a wide  variety  of  report  formats 
based  on  the  needs  of  the  analyst.  These  reports  are  selected  by 
the  appropriate  input  to  the  report  generator  (see  Figure  E-4). 

(2)  The  automated  drafting  capability  of  OPTIMA  is  one  of 
the  more  powerful  features  of  the  package.  Based  on  the  input 
data  displayed  at  Figure  E-4,  the  OPTIMA  package  generated  the 
PERSACS  network  plot  shown  in  Figure  E-7.  It  should  be  noted  that 
the  original  PERSACS  network  diagram  (Figure  E-3)  is  drawn  as  Ac- 
ti vity-on-Arc  (AOA)--a  common  network  convention.  However,  the 
OPTIMA-produced  diagram  is  drawn  as  an  Acti vity-on-Node  (AON)  net- 
work. Inspection  will  indicate  that  the  same  information  is  dis- 
played in  each  case  except  that  OPTIMA  has  associated  a start  and 
stop  date  to  each  activity.  By  following  through  the  OPTIMA  dia- 
gram while  referring  to  Figure  E-4,  the  power  of  the  OPTIMA  time 
processor  becomes  evident.  Note  on  line  3 of  Figure  E-4  that  the 
network  start  date  was  set  at  1 Jan  77.  Since  this  date  falls  on 
a weekend,  the  initial  date  shown  in  Figure  E-7  is  3 Jan  77,  a 
Monday.  Each  box  in  the  OPTIMA  plot  represents  an  activity,  so  it 
therefore  contains  the  activity  identifier  (here  PRS  precedes  each 
number  to  identify  it  as  part  of  the  PERSACS  network),  the  earli- 
est start  time,  latest  finish  time,  activity  duration,  and  18 
characters  of  descriptive  text. 
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E-4.  SUMMARY.  The  UNIVAC  OPTIMA  IICIU  system  is  a powerful  compu- 
tational tool  which  supported  the  MOC  analysis.  The  system's 
ability  to  handle  very  large  networks  (up  to  4095  activities), 
analyze  schedule  and  sequence  problems,  and  produce  graphic  dis- 
plays made  it  uniquely  suited  to  the  temporal  and  synchronization 
analysis  requirements  of  this  study.  The  capability  of  the  OPTIMA 
1100  system  supported  the  quantitative  analysis  of  the  authoriza- 
tion management  schedules  described  in  Chapter  5.  This  capability 
provided  insights  into  the  relative  merits  of  the  schedule  alter- 
natives developed  to  reduce  authorization  change  turbulence  in  the 
field.  OPTIMA  1100  satisfied  in  an  efficient  and  facile  manner 
the  specific  requirements  of  the  MOC  study  analysis. 
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APPENDIX  F 

ANNUAL  TAADS  DOCUMENTATION  PROCESS 


F-1.  INTRODUCTION.  This  Appendix  describes  the  anhual  TAADS 
Documentation  network  which  was  used  In  the  MOC  Base  Case  schedule 
(see  Chapter  5,  paragraph  5-2).  A section  of  this  network  which 
covers  a three  mohth  period  Is  discussed  In  detail  In  Annex  VIII 
of  Appendix  D.  This  Appendix  contains  the  full  yearly  cycle  of 
the  TAADS  process,  and  the  interactions  with  the  other  key  manage- 
ment processes  as  they  occur  during  the  year. 

F-2.  DISCUSSION.  In  this  diagram,  the  activities  of  the  TAADS 
process  are  shown  starting  In  March  and  extending  through  the  end 
of  the  following  March.  The  process  captures  the  documentation 
that  results  from  authorization  change  guidance,  and  provides  In- 
formation on  authorizations  to  other  management  processes.  The 
following  discussion  Indicates  the  frequency  and  schedule  of  the 
other  authorization  management  processes  linked  with  the  annual 
TAADS  process. 

a.  PERSACS.  The  PERSACS  process  links  to  the  TAADS  annual 
network  once  each  month.  Activities  on  arcs  A-7  and  6-7  are  also 
the  Initial  activities  (arcs  1-3,  2-3)  In  the  PERSACS  process. 
Therefore  PERSACS  links  to  the  TAADS  network  at  nodes  4,  6;  14, 

15;  24,  25;  34,  35;  44,  46;  54,  56;  64,  66;  74,  7b;  84,  85;  94, 

95;  1U4,  105;  and  114,  116. 

b.  Personnel  Requisition.  The  Personnel  Requisition  process 
for  both  CONUS  and  USAREUR  connect  to  the  annual  TAADS  network 
once  each  month.  The  sending  of  the  Pass  Records  (PR)  tape  to  the 
MACOMs  (arc  4-5,  etc)  Is  the  Initial  activity  In  each  personnel 
requisition  network.  Therefore  both  personnel  requisition  net- 
works link  to  the  annual  TAADS  at  nodes  4,  14,  24,  34,  44,  54,  64, 
74,  84,  94,  104,  and  114. 

I 

c.  LOOSACS.  The  L06SACS  process  Is  linked  from  the  TAADS  net- 
work quarterly  at  nodes  14,  15;  44,  46;  74,  76;  and  104,  105. 

d.  Equipment  Requisition.  The  Equipment  Requisition  processes 
for  both  CONUS  and  USAREUR  are  linked  to  TAADS  through  the  LOGSACS 
processes  at  the  nodes  indicated  above. 

e.  ARPRINT.  The  Training  Program  Development  network  Is 
linked  to  TAADS  through  the  PERSACS  on  a quarterly  basis  during 
the  months  of  April,  July,  October  and  January  (that  Is,  at  nodes 
14,  15;  44,  4b;  74,  7b;  and  104,  lOb). 
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f.  Pbb.  The  PBG  events  are  indicated  as  they  occur  in  May, 
October,  and  January  for  guidance;  the  documentation  of  the  PBG 
enters  TAADS  in  April. 

g.  TOE  Change.  The  Consolidated  Change  Table  (CCT)  published 
in  March  and  September  is  documented  in  TAADS  through  nodes  bl  and 
122.  Also  linked  to  TAADS  Documentation  through  the  CCT  are  the 
Supply  Bulletin,  BOIP  I and  II,  MOS  Update  and  the  Commercial  Item 
network. 

h.  POMCUS  TAADS.  The  POMCUS  TAADS  network  is  fed  from  node  66 
in  September. 

i.  IIQ/AAO.  The  IIQ/AAO  process  is  fed  from  the  POM  LOGSACS 
about  5 December.  That  is  the  LOGSACS  connecting  to  the  annual 
TAADS  network  at  nodes  74  and  76. 

F-3.  SUMMARY.  The  annual  TAADS  documentation  network  is  composed 
of  a series  of  periodic  activities  recurring  over  a one  year 
cycle.  TAADS  is  the  central  process  to  which  all  other  authoriza- 
tion management  processes  are  linked  during  the  year.  The  accom- 
panying fold-out  is  the  network  diagram  of  the  annual  TAADS  Docu- 
mentation process. 
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